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ABSTRACT 
 
Congregations of the Evangelical Lutheran Church in America have struggled 
over the last generation to reach out effectively to new members. This struggle is the 
byproduct of a changing ministry context leaders are trying to address. By the 1980s, 
those elements that had fueled the growth of the Lutheran Church the United States 
throughout the previous century had largely faded. An awareness of these changes and 
the corresponding decline in membership and contributions has prompted leaders to 
examine how to reach out more effectively to those outside traditional ethnic and cultural 
Lutheran enclaves. 
In order to improve their congregation’s effectiveness, governing board members 
have traveled down various paths, with limited success. Some have sought greater 
effectiveness through a better use of secular business practices. Others have looked to 
turn around their congregation through church transformation. It is the aim of this work 
to demonstrate that governing board’s best approach is to combine clarity about its own 
purpose and practices with an intentional spiritual formation process. 
Section One outlines the problem of governing board ineffectiveness. Section 
Two explores the various solutions proposed, and asserts that while helpful, these 
solutions are at best only incomplete. Section Three demonstrates the benefit of 
combining governing board clarity of purpose and practices with intentional spiritual 
formation, drawing on the examples of congregations both in this country and in Africa. 
Sections Four and Five describe an artifact leaders can use to better understand this 
connection between Board function and spiritual formation. 
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SECTION 1 
THE PROBLEM 
 
One Pastor’s Story 
Mary has been the pastor at First Lutheran Church for two years. She met with the 
Nominating Committee last night, and on the drive home she wondered how they were 
going to choose nominees for the governing board elections coming up at the annual 
meeting in six months. At first, the committee seemed interested in her recommendation 
of finding some “new blood” for the open positions. By the end of the meeting, however, 
it was clear that the members were content to take the path of least resistance by asking 
all the outgoing board members to run for another term.  
She wasn’t opposed to having people serve more than one term; in fact, she found 
that continuity to be helpful. However, she had been frustrated all year by the perspective 
expressed by some board members, a perspective steeped with corporate business 
practices and values. Several members were successful business people who brought their 
wisdom and experience to the group, and their efforts had improved many of the Board’s 
meeting practices. The President now sent out by email a printed agenda to each 
participant with supporting documents several days in advance of the meeting, giving 
members time to prepare. Board members with committee responsibilities were expected 
to send the secretary a paragraph describing ministry activities in their area during the 
previous month. He forwarded that summary along with the agenda and other documents, 
so that the Board didn’t spend time hearing reports on each ministry area. As a result, the 
Board used its time more wisely and efficiently. Meetings that had previously lasted well 
8 
 
over three hours now usually finished in less than two and a half hours. However, 
whenever the Board discussed a ministry issue, the default interpretive lens was often 
“how does this affect our bottom line?” Mary quickly learned that “bottom line” was the 
congregation’s budget, and she became increasingly frustrated with this measuring stick.  
During the monthly Conference Pastor’s meeting, pastors often discussed how 
they could administer their congregations more effectively. As they wrestled with this, 
she began to wonder whether the solution might be to recruit more spiritually mature 
board members. While it was helpful to have board members with business experience, 
she noticed how those with a deeper relationship with God viewed ministry matters 
through a different fundamental lens. These members did not see the church primarily as 
a commercial business they were to run; rather, they articulated that God had entrusted 
them with the spiritual enterprise of transforming people’s lives. The metrics they 
brought to the boardroom focused on the impact of ministry activities on individuals or 
the greater community, and not simply the church’s monthly cash flow. These more 
mature believers were willing to try something new as long as it was congruent with and 
flowed from the church’s mission; that it might cost money didn’t automatically 
disqualify it from consideration. 
A few months after the Nominating Committee met, Mary attended her 
denomination’s annual assembly. Delegates from congregations throughout the region 
gathered to do the business of the Church at-large, to enjoy fellowship with one another, 
to be fed spiritually through worship and Bible study, to attend workshops and to explore 
resource displays designed to strengthen a congregation’s ministry. As she wandered 
among the resource tables, she came across the display sponsored by the denomination’s 
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publishing house. She found several books promising to revitalize a congregation’s 
leadership through the application of best secular business practices that the authors had 
baptized for use within the church. Other books offered more overtly church-based 
approaches to increasing a congregation’s effectiveness by deepening a member’s 
relationship with God. In addition, representatives from the regional and national church 
hosted displays that encouraged their own programs to revive a stagnant congregation. 
Mary could have easily spent several hundred dollars on these resources, as well 
as several free packets of denominational material describing all the possible ways of 
improving her congregation’s ministry. In fact, she was a bit overwhelmed by all the 
options. She was almost as mystified trying to discern which approach to take as she was 
by the fundamental challenge she was trying to address. She knew the leadership at her 
church wouldn’t have the patience to try many different approaches. She realized she 
needed to spend some significant time in prayer and study in order to discern how she 
was going to move forward through this challenge. 
 
The Problem 
In both small and large congregations of the Evangelical Lutheran Church in 
America (ELCA), leaders have struggled to promote vibrant, effective ministry. This 
struggle is a byproduct of a change in ministry context in the last generation. By the 
1980s, the elements that had fueled the growth of the Lutheran Church in the United 
States during the nineteenth and twentieth centuries-immigration from Northern Europe 
and Scandinavia, migration in the United States from the city to the suburbs, and the 
post-war baby boom-had largely faded. An awareness of these changes and the 
10 
 
corresponding decline in membership and financial contributions has prompted leaders to 
examine how to reach out more effectively to those outside the traditional ethnic and 
cultural Lutheran enclaves.  
Several factors have stymied these outreach efforts. A strong cultural association 
as an ethnic church created hurdles for subsequent generations to overcome. Beginning 
with the first settlers in North America in the seventeenth century through the end of 
World War I, Lutheranism was primarily a foreign-language institution. Although well 
organized, these ethnic-centered congregations comprised of Germans, Danes, 
Norwegians, Swedes, and Finns preferred to worship in their own language.
1
 The slowing 
of new immigrants coupled with the wartime pressure to distinguish themselves from 
their German heritage helped speed the church’s assimilation into American culture.2 In 
addition, the worship style using a sung liturgy with hymns, led by worship leaders 
wearing traditional vestments and assisted by four-part choirs and organ accompaniment 
is seen as too “cold” or “formal” for twentieth century unchurched or dechurched seekers 
wishing a more informal, emotional worship experience.
3
 Not the least of these factors, 
though, has been the failure of how congregations are organized for ministry. Instead of 
addressing these hurdles, congregational leaders are distracted by organizational issues 
that siphon away their congregation’s missional vitality. 
                                                        
1
 Eric W. Gritsch, Fortress Introduction to Lutheranism (Minneapolis: Fortress Press, 1994), 61, 
64. 
2
 Ibid., 66. 
3
 This has been the message from denominational leaders throughout the ELCA since its inception 
in 1988. Trainers for our denomination’s church planting and church renewal efforts expressed this in a 
1996 Mission Planter’s conference I attended. This perspective is the cornerstone of “flagship” 
congregations of the ELCA, including Community Church of Joy near Phoenix, AZ and Prince of Peace 
Lutheran Church in Burnsville, MN, as well as nondenominational congregations like Willow Creek 
Community Church in West Barrington, IL and Saddleback Community Church in Lake Forest, CA. 
11 
 
In smaller congregations, an inordinate amount of energy is spent staffing the 
recommended organizational structure. The denomination’s model constitution stipulates 
the following minimum organizational structure: a Church Council (the corporate board 
of directors, usually made up of between nine and fifteen people), an Executive 
Committee (composed of the congregation’s pastor(s) and four officers-the president, 
vice president, secretary, and treasurer), a Mutual Ministry Committee, a Nominating 
Committee, an Audit Committee, and during pastoral transitions, a Call Committee.
4
 In 
addition, congregations are empowered to create those committees that help it to fulfill its 
ministry. Typically, they create one to oversee each major area of ministry, including (but 
certainly not limited to) Education, Evangelism, Fellowship, Men’s Ministry, Outreach 
(also known as Missions or Social Concerns), Stewardship, Youth, Women’s Ministry, 
and Worship. In some congregations, the committee chairperson serves as the designated 
member of the Church Council; alternatively, those Council positions are elected from 
the general membership. A congregation is free to amend their constitution to better fit 
their particular circumstances. However, the hurdles associated with the amendment 
process discourage congregations from making significant changes. A congregation must 
vote on all amendments twice, they must be approved by a simple majority at the first 
meeting and by a two-thirds majority at the second meeting, and each meeting must be 
spaced at least thirty days apart. After that, denominational leaders at the regional level 
                                                        
4
 Evangelical Lutheran Church in America, Model Constitution for Congregations of the 
Evangelical Lutheran Church in America (Chicago, 2011), C11.01; C12.01; C13.01-13.06. 
12 
 
must review amendments, and they have the authority to approve them, return them to the 
congregation for further review, or (in unusual cases) disallow them entirely.
5
  
In larger congregations, leaders have less difficulty filling out these mandated 
positions. However, the institution’s focus often remains self-absorbed as leaders run the 
organization as efficiently as possible by accomplishing tasks (including balancing the 
budget, keeping good minutes, following parliamentary procedure, and faithful board 
attendance) that are, at best, only tangentially related to fulfilling the Great Commission. 
All of this can make members look busy without actually accomplishing any ministry 
apart from running the organization.
6
 
In any sized congregation, the focus of the governing board often strays toward 
managing the administrative minutiae of ministry rather than focusing on what is 
essential: pursuing activities which attend to the church’s vision, developing ministries in 
response to this vision, and expanding the congregation’s leadership base.7 As a result, 
little is done to develop ministries to help members grow deeper spiritually or to reach 
out to new people. This is an essential issue because it is the organization of the church-
and the spiritual formation of the leaders that staff it-that drive a congregation’s ministry. 
A system will produce exactly what it is designed to produce, and nothing else. Even if 
                                                        
5
 Ibid., C17.02-17.03. 
6
 William M. Easum, Sacred Cows Make Gourmet Burgers: Ministry Anytime, Anywhere, by 
Anybody (Nashville: Abingdon Press, 1995), 132-133. 
7
 Ibid., 134. 
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the organization is not purposely designed to match the system, the system itself will 
slowly mold any organizational structure to fulfill the purposes of the system.
8
 
 
A Mistaken Church Emphasis 
For some leaders, the lack of ministry effectiveness can be traced to a mistaken 
congregational emphasis. For the past thirty years, the example of Willow Creek 
Community Church outside of Chicago defined success for much of American 
Protestantism. Willow’s focus on seeker-sensitive worship and a plethora of ministries 
for nearly every felt need, as well as ample service opportunities throughout their 
community and the world appeared to create a hospitable climate in which not-yet-
believers could enter into a saving relationship with God, and already-believers could go 
deeper in their faith and service.
9
 With the success of Willow and churches following its 
model, however, came a gradual redefinition of what a successful church looked like and 
a gradual change in the methods adopted to promote that achievement. Success was 
measured by metrics such as how many people attended church activities, the size of a 
congregation’s budget, and the expansion of church facilities. The heroic stories of 
pastors who started congregations with a few people meeting in their home, who studied 
ways to make Christian worship and practice palatable to contemporary people, and who 
could boast of hundred-acre campuses and tens of thousands of members, became the 
dominant narrative of successful churches. Many congregations that had continued their 
                                                        
8
 Tom Bandy, Kicking Habits: Welcome Relief for Addicted Churches (Nashville: Abingdon Press, 
2001), 117. 
9
 Thomas Edward Frank, “Leadership and Administration: An Emerging Field in Practical 
Theology,” International Journal of Practical Theology 10, no. 1 (2006): 118. 
14 
 
ministries in a town or city for over two hundred years, without such remarkable growth 
but sustaining worship, spiritual formation, and care for the poor disappeared as examples 
of successful ministries.
10
 
This model of a program-driven church has produced a brand of Christianity that 
has failed to accomplish the purpose for which it was originally established: making 
disciples of all nations.
11
 In that failure, the Church has lost its distinctiveness; in fact, it 
has become co-opted by the very values it has sought to transform. In his demographic 
studies of American culture, George Barna has demonstrated that there is little significant 
difference between the attitudes and behaviors of believers inside the church and those of 
non-believers outside the Christian faith.
12
 The issue isn’t a matter of theology, but of 
practice; specifically, the failure of believers to apply their faith more fully in their daily 
lives. Barna demonstrates this by listing examples of the similarity of behaviors and 
attitudes between Christians and non-Christians: 
• Watched MTV (the music television channel) in the past week: Born Again 
Christians: 19%; Non-Christians: 24% 
• Donated any money to a nonprofit organization, in past month: Born Again 
Christians: 47%; Non-Christians: 48% 
• Have been divorced: Born Again Christians: 27%; Non-Christians: 23% 
• Volunteered time to help a nonprofit organization, in past week: Born Again 
Christian: 29%; Non-Christians: 27% 
• Gave money to a homeless person or poor person, in past year: Born Again 
Christians: 24%; Non-Christians: 34% 
• Had a session with a professional counselor in the last week: Born Again 
Christians: 15%; Non-Christians: 15% 
• Bought a lottery ticket, in the past week: Born Again Christians: 23%; Non-
Christians: 27% 
                                                        
10
 Ibid., 118-119. 
11
 Mt 28:18. 
12
 George Barna, The Second Coming of the Church (Nashville: Word Publishing, 1998), 5-6. 
15 
 
• Filed a lawsuit against someone, in the past year: Born Again Christians: 3%; 
Non-Christians: 4% 
• Attended a community meeting on local issue, in past year: Born Again 
Christians: 37%; Non-Christians: 42% 
• Took drugs or medication prescribed for depression, in past year: Born Again 
Christians: 7%; Non-Christians: 8% 
• Watched a PG-13 or R-rated move, in past 3 months: Born Again Christians: 
76%; Non-Christians: 87% 
• Watched an X-rated movie in the past 3 months: Born Again Christians: 9%; 
Non-Christians: 16% 
• Feel completely or very successful in life: Born Again Christians: 58%; Non-
Christians: 49% 
• Who believe it is impossible to get ahead because of your financial debt: Born 
Again Christians: 33%; Non-Christians: 39% 
• You are still trying to figure out the purpose of your life: Born Again Christians: 
36%; Non-Christians: 47% 
• Satisfied with your life these days: Born Again Christians: 69%; Non-Christians: 
68% 
• Your personal financial situation is getting better: Born Again Christians: 27%; 
Non-Christians: 28%
13
 
 
Barna’s conclusion: Christians think and behave no differently than those outside the 
faith.
14
  
Even among the self-defined committed, the evidence is clear that church activity 
is no sign of genuine spiritual vitality. In 2007 Bill Hybels and the leadership at Willow 
Creek made what they described as an earth-shaking discovery: for all their apparent 
success at involving thousands of people in their ministry each weekend, these high 
levels of involvement did not correlate with spiritual maturity. They assumed people 
participating more frequently would lead to the production of disciples. For as long as 
anyone can remember, the only question the leaders at Willow knew to ask was “How 
many?”-as in how many decisions for Christ? How many baptisms? How many 
members? How many people were attending each weekend? How many were tithing? 
                                                        
13
 Ibid., 6, 21. 
14
 Ibid., 7. 
16 
 
How many were participating in small groups? How many were actively serving in 
ministry in and through the church?
15
 
The leaders came to realize that measuring “how many” alone doesn’t completely 
address what the church is called to do. After a multi-year survey of the congregation, 
they found their assumptions to be false. They discovered one quarter of the 5,000 survey 
respondents described themselves as either spiritually stalled or as dissatisfied with the 
role of the church in their lives.
16
 Of this latter group, nearly 65% were considering 
leaving that congregation.
17
 In a presentation to attendees at the annual Willow Creek 
Global Leadership Summit that summer, Hybel confessed, “We should have gotten 
people, taught people, how to read their Bible between services, how to do the spiritual 
practices much more aggressively on their own.”18 
This mistaken emphasis identified by Willow Creek Community Church is an 
example of an issue at work within the entire Church: the hollow, superficial vitality of 
the program-centered church. These congregations are busy places, filled with active 
ministries for every age group and social interest, but as Willow Creek discovered, a busy 
church is not necessarily a church growing deeper in discipleship. Its focus is primarily 
                                                        
15
 Greg L. Hawkins, Cally Parkingson, and Eric Arnson, Reveal: Where Are You? (Barrington: 
Willow Creek Resources, 2007), 7. 
16
 Ibid., 47. 
17
 Bradley R.E. Wright, “What We Can and Can’t Learn from Willow Creek’s Reveal Study,” 
Journal of Youth Ministry 7, no. 1 (Fall 2008): 103-104. The results of the survey are found in Hawkins et 
al. (2007) mentioned above. Two other resources have since been published as more churches have taken 
the same survey: Greg L. Hawkins and Cally Parkinson, Follow Me: What’s Next for You? (Barrington: 
Willow Creek Resources, 2008) and Greg L. Hawkins and Cally Parkinson, Move: What 1,000 Churches 
Reveal About Spiritual Growth (Grand Rapids: Zondervan, 2011). 
18
 “Willow Creek Repents,” Out of Ur (web log), October 18, 2007, accessed May 11, 2012, 
www.outofur.com/archives/2007/10/willow_creek_re.html. 
17 
 
inward looking and church absorbed.
19
 In Section Two and Three below the author will 
explore this issue and one missional response in more detail. For now, the author will 
simply observe that although measurements are important for the Church, we need to 
change what is being measured. We need to change the scorecard. The current scorecard 
is inward focused. This new metric will push beyond the church’s own internal measures 
and reflect the church’s positive community impact beyond its four walls. The most 
important measurement is ensuring that men and women (including teens and children) 
are being changed by the power of the gospel.
20
 Effective churches focus on the gospel’s 
ability to change people and communities. When people are changed, churches are 
changed, and transformed churches transform their communities.
21
  
 
An Uncritical Use of Business Practices and Principles 
While some argue that a mistaken church emphasis leads to a lack of ministry 
effectiveness, others suggest a congregation is robbed of its missional vitality by an over-
dependence on modern business practices and their underlying principles. Few churches 
have remained untouched by the pervasive use of business planning models in their 
ministries. Organization Development (OD), Management by Objective (MBO), 
Programming, Budgeting Systems (PPBS), goal setting and process management are all 
                                                        
19
 Reggie McNeal, Missional Renaissance: Changing the Scorecard for the Church (San 
Francisco: Jossey-Bass, 2009), 16. 
20
 Ed Stetzer and Thom S. Rainer, Transformational Church: Creating a New Scorecard for 
Congregations (Nashville: B & H Publishing Group, 2010), 25. 
21
 Ibid., 10. 
18 
 
commonplace.
22
 What is remarkable in the Protestant church in America today is the 
crossover between the mentality of success represented in the corporate world and the 
measures of success used by leaders in their congregations. No American author today 
would attempt to publish a book on church leadership showing how the ancient offices 
and forms of the churches provide a framework for administration. Paradigms of business 
leadership and economic expediency rule the day.
23
 
According to futurist Len Sweet, God’s business has been replaced by the 
corporate business of the church, patterned after the business world itself. From this 
perspective, the metrics of a successful church are founded on “ABC” (attendance, 
buildings, and cash).
24
 As Willow Creek discovered, simply measuring “how many” 
doesn’t adequately measure a member’s spiritual maturity or the congregation’s vitality. 
Moreover, church leaders have allowed themselves to be strapped into the business 
philosophies and practices they reason are the most sensible and best options for 
leading.
25
 However, the profit motivations inherent in the business world translate poorly, 
if at all, when applied to the church’s ministry. While churches are a business that cannot 
be run very long with a negative cash flow, a congregation’s ultimate purpose is not to 
                                                        
22
 Richard G. Hutcheson, Wheel Within the Wheel: Confronting the Management Crisis of the 
Pluralistic Church (Atlanta: John Knox Press, 1979), 16. 
23
 Frank, Leadership and Administration, 118, 122. 
24
 Leonard I. Sweet, I Am a Follower: The Way, Truth, and Life of Following Jesus (Nashville: 
Thomas Nelson, 2012), 82-83. 
25
 Ibid., 87. 
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turn a profit; it is to make disciples, leading people to love God and to care for their 
neighbor.
26
 
Even the use of modern business practices and organizational development tools 
can be problematic. There is nothing inherently wrong with using various business 
practices like goal setting, budget building, strategic planning, and others in order to 
strengthen a congregation’s ministry. While acting faithfully according to God’s 
purposes, church leaders should use the best human resources available.
27
 The problem 
comes when leaders employ these business tools as if the church were just another human 
organization in pursuit of human goals.
28
 When these tools are used in the business 
world, the underlying assumption is that the effective use of these tools, along with the 
experience and acumen of the business leaders will deliver the intended outcome. When 
imported indiscriminately into the church, these assumptions leave no room for God to 
work through the guiding presence of the Holy Spirit. Moreover, if the methods we use 
were developed originally to ensure the most efficient delivery of goods and services to 
the most customers at the lowest cost, how long will it be before we begin to see the 
church and the people we serve according to the same dynamics? Eventually, space for 
God’s authority in our decision-making shrinks and God is marginalized. In the end there 
is no perceived need for God at all in order to achieve extraordinary results.
29
 The 
                                                        
26
 The Great Commission: “Go, make disciples of all nations” (Mt 28:18) and the Great 
Commandment: “You shall love the Lord your God with all your heart, and with all your soul and with all 
your mind . . . and . . . you shall love your neighbor as yourself” (Mt 22:36-39). 
27
 Hutcheson, 58. 
28
 Ibid., 144. 
29
 Os Guinness, Dining with the Devil: The Megachurch Movement Flirts with Modernity (Grand 
Rapids: Baker Book House, 1993), 35. 
20 
 
ultimate effect of these practices and assumptions may be to make the church human-
centered rather than God-centered.
30
 
Unfortunately, these so-called best options for leading can take the leader in the 
wrong direction. Jesus’ ways should be our ways, and quite often his tools and values run 
counter to what the world offers. These Scriptural teachings (and their underlying values) 
make little sense in the eyes of Madison Avenue or Wall Street:  
• “For God’s foolishness is wiser than human wisdom, and God’s weakness is 
stronger than human strength.” (1 Cor 1:25) 
• “So the last will be first, and the first will be last.” (Mt 20:16) 
• “Blessed are the meek, for they shall inherit the earth.” (Mt 5:5) 
• “Do not lay up for yourselves treasures on earth, where moth and rust destroy 
and where thieves break in and steal, but lay up for yourselves treasures in 
heaven, where neither moth nor rust destroys and where thieves do not break 
in and steal.” (Mt 6:19-20) 
 
To lead as Jesus would is not to lead according to the methodologies of our culture.
31
 
Instead, Jesus’ character and the Scriptures must be an ever-present filter for every 
instruction in living and for conducting the Church’s work.32 
What might it look like for a congregation to embrace corporate business 
practices and perspectives uncritically? Watson and Scalen observe that the influence of 
the Church Growth movement over the last two decades has led to the 
“McDonaldization” of many evangelical congregations.33 Sociologist George Ritzer 
defines “McDonaldization” as “the process by which the principles of the fast-food 
restaurant are coming to dominate more and more sectors of American society as well as 
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of the rest of the world.”34 In some cases, churches have taken this literally, bringing food 
courts, bookstores, cafes, and even banks onto their campuses. However, this emphasis 
leads to several problems.  
The first is mission confusion: what’s our mission? Are we about the business of 
providing these services, or leading people into a transformative relationship with God? 
Providing coffee shops, food courts, and even banks, can be examples of good 
hospitality, but do they lead participates to greater faith development and service to the 
greater community? Are they a means to an end, or do they lull us into thinking that the 
purpose of the church is to provide a safe, Christian alternate reality for its members to 
counteract the negative aspects of the pagan culture around them?  
Another problem arises from the potential conflict of interest when churches build 
food courts, coffee bars, and bookstores into their campuses, and do so under the 
privilege of non-profit status and enjoy property tax exemptions. It is one thing if the 
church is using these ventures intentionally as a mission outreach to the greater 
community. Their intent would not be to make a profit, but to provide a service and 
present a non-threatening face to their neighbors. But if their desire is to create a 
cocooned alternate reality for its members, then are they taking advantage of their tax-
exempt status and unfairly competing with secular businesses? Are they operating as 
churches or as quasi-business enterprises?
35
 
Providing alternative media ventures (books, movies, TV, radio) can insulate 
believers from the worst of this world’s culture and present a helpful Christian witness to 
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the greater community. However, it can also have the unintended consequence of 
isolating believers from important ministry opportunities as they live within a 
Christianized bubble, aloof from the unchurched and dechurched in the larger 
community-the very people Jesus calls the Church to embrace. Historically, the Church’s 
ministry has been as often to those on the fringe of society-to widows and orphans; to the 
sick and dying though hands-on health care; to children by providing schools and, in the 
last generation, daycare and preschool ministries-as it has been to those in the mainstream 
of society. These activities set Christians apart from the community’s values. They 
demonstrated in tangible ways how believers are different. But now, as Barna has 
demonstrated, they are just like the rest of the culture. Christians risk losing the very 
thing that makes them distinct and underscores their missional vitality.
36
 
These developments are best viewed as a byproduct of a fundamental paradigm 
shift in religious organizations-churches restructuring themselves according to a 
corporate business model.
37
 The infatuation of churches with these business models often 
leads to a love-hate relationship. Skepticism exists in the church about using traditional 
business management techniques for parish planning. On the one hand, organizational 
and managerial concepts are all around us in the secular world. Church members and 
leaders regularly use them in their workplaces and homes. They may insist, then, that as a 
business the church straightens out its problems by similar methods. On the other hand, 
many church members and leaders see the church as having more “spiritual” purposes. 
Biblical images dominate their perception of what church ought to be like. A church that 
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seems to be “just another secular organization” is potentially disturbing. For these 
members, “the church is more than just a business, after all.”38 
 
Secularization in the Church 
The difficulty in distinguishing a church leadership culture from the leadership 
culture found in any corporate boardroom leads to what observers suggest as another 
issue behind a congregation’s lack of ministry effectiveness: secularization within the 
Christian church as a whole. According to Watson and Scalen, “secularization” is the 
process by which religion begins to lose influence in a society as interest in otherworldly 
or idealistic religious ideas are replaced by greater emphasis on material success and 
other pragmatic concerns.
39
  
The church ministers in a high-tech, media-driven culture dominated by TV, 
newspapers, magazines, and the Internet. For instance, adults spend more waking hours 
watching TV than they spend in any other activity except the hours spent working for 
pay. High School graduates will spend twenty-four thousand hours in school; the 
equivalent of 2.7 years of their life. Based on a 75-year life span, the average person will 
spend 13 years watching TV, of which three years will be commercials.
40
 The diversity 
and saturation of advertising and their undeniable appeal make them inescapable, 
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unavoidable, and powerful as institutional actors that exert a formative influence on 
human emotions, imagination, and perceptions.
41
 
This reality has led to the church adopting changing techniques in order to reach 
those in the culture. Worship services involve contemporary Christian music with bands 
leading praise songs in a style very similar to popular secular recording artists. Preachers 
use video clips and PowerPoint slides as part of their sermons each week. Church 
campuses built in the last twenty years more often resemble shopping malls, movie 
multiplexes, or nondescript commercial structures than easily identifiable places of 
worship.
42
 
This, in turn, leads to churches becoming indistinct from the culture itself; of 
losing their salt and hiding their light (Mt 5:13-14). If people want rock concerts, raves, 
youth social activities, or a place to chat, there are plenty of secular companies to supply 
these needs; in fact, they may be better able to do so. A Christian church that attempts to 
compete with secular entertainments on its own terms (as promised in a recent church ad 
campaign in England) is doomed to failure.
43
 The sensibilities attendant to using culture-
industry tactics to promote Christianity can and do influence other aspects of church life. 
Having decided that market research, focus groups, and audience-friendly pitches are the 
way to revive the Church of England, it seems only consistent that the Archbishop of 
Canterbury wants liturgies that cater more to prospective audience. Another Anglican 
Bishop has urged churches to rearrange liturgy times in order not to conflict with popular 
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soccer matches and to bolster Easter attendance with appeals that deliberately remove all 
references to the cross.
44
 
Contrast this with how the church began as a strong counterpoint to the world’s 
culture. The church’s ministry focused on social concerns that were largely unmet by any 
other element of Roman society: caring for widows and orphans; the creation of hospitals 
for the sick; and later, the education of children. Early Christians viewed themselves as 
members of God’s kingdom rather than citizens of this world.45 The early Church made 
extreme demands on persons wishing to join the community. Becoming a Christian 
meant being a follower of Jesus as one’s prime identity. It meant allegiance to the body 
of Christ came first. As a result, disciples had to renounce the competing claims of one’s 
family, profession, and political ruler.
46
 
The quality of the relationship between the Church and God is fundamentally 
different at its core than the culture of the world in which it serves. This is part of the 
identity crafted in the Old Testament covenant God established; first with Abraham and 
Sarah, and later, with Moses and even later, with David. The time in the wilderness after 
the Exodus was a time of formation to create a people different than any other in the 
ancient world.
47
 God explicitly forbade them to copy the dress, foods, religious practices, 
and customs of the Gentiles. Even through the era of the monarchy and the prophets, 
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Israel was meant to be a light to the nations.
48
 In his own ministry, Jesus attracted sinners 
because he was different, and his teachings did not reflect the instruction of the religious 
leaders of his day.
49
 They drew near to him because they felt there was something 
different about him. The world always expects Christians to be different. The idea that 
Christians will win people over to Christ by showing them how believers are remarkably 
like them after all, is theologically and psychologically a blunder.
50
 
 
A Matter of Control 
For others, this problem of ministry effectiveness centers on a culture of 
congregational leadership that is bound up by control issues and focused on personal 
preferences instead of missional priorities. Church consultant Bill Easum suggests that 
controllers withhold permission for ministry, thereby diminishing congregational vitality 
and effectiveness. This control occurs as leaders withhold resources (money) and space 
(facility use), and as they perpetuate organizational processes (especially representational 
democracy) that stifle creativity and innovation.
51
 The goal of controllers is not just to 
maintain the status quo; it is to control every aspect of ministry according to the vision 
and personal preference of the controllers.
52
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The solution is permission giving churches that bend over backwards to say, 
“yes” to innovation and new ministries. Rather than focusing on running the church and 
being ruled by personal preference, these congregations intentionally focus on releasing 
their members into active ministry according to their spiritual giftedness. These 
congregations identify their core mission, their vision for ministry, and their community’s 
values. These three form the framework in which members are freed to decide the 
direction of their individual ministries. If someone wishes to start a new ministry, the first 
question isn’t “How much will it cost?” or “Where will it happen?” but rather “Is it 
congruent with our mission, vision, and values?” If it is, then the member is encouraged 
to proceed. 
On a practical level, insights from Bill Easum and Tom Bandy into transforming 
congregations from control-bound to permission giving are vital. As we will explore 
more fully below in Section Two, a congregation’s culture plays a significant role in its 
effectiveness. However, the perceived role of a governing board can make or break a 
congregation’s ministry. There is an undeniable inhibiting force found in many governing 
boards and committees whose primary purpose is managing the church.
53
 From this 
perspective, the leader’s energy is spent maintaining the institution, not touching people’s 
lives in ministry. Leaders become burned out trying to serve multiple positions in the 
organizational chart or become bored sitting in too many meetings.
54
 
Coupled with the systemic changes Easum and Bandy recommend, addressing the 
spiritual formation of a congregation’s governing board is the most effective way to keep 
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it from getting off track. As the leaders go, so goes the congregation. Spiritually 
immature boards focus on the wrong thing, promoting an inward focused, controlling, 
church-oriented (rather than community-oriented) mission.
55
 This, in turn, leads to 
frustration and burnout among the leaders.
56
 One may argue that this formation ought to 
occur throughout the entire congregation, and when it does, such formation ought to be 
sufficient. Without a doubt, widespread spiritual formation in the congregation is both 
helpful and desirable; however, as important as it is prior to becoming a leader, ongoing 
formation remains essential for leaders in their role as leaders. They are “the rudder that 
guides the ship.” Therefore, a congregation’s ministry effectiveness is tied directly to the 
spiritual formation of the board, that it might have continued clarity about who holds the 
tiller and the destination the captain has for the ship. 
 
A Way Forward 
We can to look to vital congregations in Africa and in this country to gain a sense 
of how we might move forward toward greater ministry effectiveness. North American 
church attenders lack the high caliber and character of disciples that we find in many 
other parts of the world where the movement started by Jesus is exploding, where the 
focus is on developing people, not just processing them.
57
 Our sisters and brothers in the 
Lutheran Church of Rwanda (LCR) are one such example. Founded in 1995, its fifteen 
pastors and forty evangelists serve fifty parishes with a combined membership of 20,000 
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people in a mission field of 11 million residents. The LCR is effective in accomplishing 
its ministry of reaching out to its community by sharing the gospel and by addressing its 
felt needs in the wake of the genocide. This effectiveness is measured both in the rapid 
increase in its membership, in the spiritual transformation of its adherents, and in the 
impact they are having in their community. This effectiveness is not simply due to their 
smaller size or to their recent founding as a church body. While no church is perfect, we 
can learn something from the leaders of the LCR and the methods they employ that will 
improve our leadership activities and ministry effectiveness. 
We can also learn from the effective church practices of congregations in this 
country. In the course of my research the author interviewed representatives from six 
congregations of various denominational backgrounds whose ministries are effective 
according to the new scorecard introduced above. They are unashamedly outward 
focused on the communities they serve. Their governing boards are effective at 
developing the processes for making disciples and reproducing leaders beyond 
themselves. Their activities are not unique to their ministry context, and can be 
reproduced anywhere.  
In Section Two, I will explore alternate solutions to the problem of congregational 
ineffectiveness. In Section Three, I will argue the efficacy of an intentional leadership 
formation process for congregational leaders based, in part, on the experience of these 
vital ministries. In Sections Four and Five, I will propose as an artifact a Council 
handbook for use to foster the group’s leadership activities and spiritual formation to 
maximize their effectiveness.  
 30 
SECTION 2 
OTHER SOLUTIONS 
 
I will even make the Egyptians so well disposed toward this people that, when 
you go, you will not go empty-handed. Every woman will ask her neighbor and 
the resident alien in her house for silver and gold articles and for clothing, and 
you will put them on your sons and daughters. So you will plunder the Egyptians. 
— Exodus 3:21–22 NABre 
 
Business Solutions 
Before God rescued the Israelites from slavery in Egypt, the people received this 
promise from God. What an interesting concept: Israel’s oppressors would become the 
source of God’s provision for Israel’s deliverance! This plundering of the Egyptians is an 
image that speaks about God’s sovereignty over all things, and how God can use even the 
riches of an enemy to God’s glory. At least some of the Egyptian gold probably ended up 
as part of Israel’s worship in the wilderness (Ex 25:1-8). Early church leaders used this 
analogy for the way in which God’s people can use the best things of this world, and 
especially the wisdom of the world, for the sake of God’s glory.58 The gold of the 
Egyptians can be compared to the riches of worldly understanding, which assist us in 
serving and glorifying God. Unfortunately, this same gold was likely among the jewelry 
Aaron collected, melted, and fashioned into the idol the Israelites worshiped while they 
waited impatiently for Moses’ return (Ex 32:1-4). The subsequent history of Israel, 
especially that of her kings, demonstrates the undermining nature of secular culture 
against God’s covenant with Israel. We “plunder the Egyptians” with caution, lest the 
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riches we receive cause us to focus more on our own ability than on God’s faithful 
provision. 
When business people serve on a church’s governing board, they naturally bring 
their gifts and skills to their leadership role within the church. They do not leave those 
competencies at the church door, nor should they. Building budgets, drafting strategic 
plans, goal setting, supervising staff, and guiding a congregation in the pursuit of its 
mission all depend on time-honored business principles. Leaders risk blunting their 
ministry’s effectiveness by piously or ignorantly believing otherwise. However, when a 
congregation’s effectiveness bogs down, it is tempting to work harder applying those 
business competencies board members already know, as if by their own power they can 
extricate the church from its ineffectiveness.  
Balance is essential. If the church is a business, it is also a spiritual enterprise. The 
gift of the Holy Spirit at Pentecost infused the Church with a power and a Divine 
presence greater than any particular generation’s best business practices could ever 
duplicate. The gift of the Spirit to the church is unique; God is present in the church in a 
special way. It is impossible to take such an understanding of the church seriously 
without making trust in the Holy Spirit the church’s most basic organizational principle.59 
Trusting the Holy Spirit does not mean neglecting management and maintenance. 
Trusting the Spirit means, among other things, counting on the Spirit to provide good 
managers, to redeem organizational techniques, to work through Christian leaders in the 
Church, even through their imperfect humanity, their manipulations, their politics, and 
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their organizational tinkering. It means always recognizing that God is the ultimate 
manager.
60
 
The Biblical view of the church does not automatically oppose the use of modern 
business practices. As long as they function in concert with God’s purposes, a 
congregation should use the best human resources available.
61
 For instance, there is 
nothing wrong with a church that sets goals. In fact, a church that does not set goals lacks 
focus and direction. However, the goals of any church must be directed toward its biblical 
mandate: to love God, to love one’s neighbor, and to make disciples of all nations.62 
These are primary goals, and other, more specific, secondary goals of developing leaders 
or strengthening families or responding to any number of needs in the community, should 
all be congruent with and support the accomplishment of the primary goals. Wrong goals 
set a wrong direction, and are worse than no direction at all.
63
  
Ultimately, the problem with pursuing mission vitality solely through the use of 
best business practices lies with the underlying values associated with them: many are 
fundamentally incompatible with the values found in the Church.
64
 The bottom line for 
the economies of this world revolves around increasing profit, expanding market share, 
and beating the competition. The values of our faith involve dying to one’s self, putting 
other people’s needs first, and serving the community with no thought of personal gain. 
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Moreover, God’s way of doing things often runs counter to how the world works. 
Frequently, God uses ordinary people–even unlikely people who would otherwise be 
discounted according to the values and powers of the day–to accomplish God’s 
extraordinary purposes. Paul speaks of this in his letter to the Corinthians,
65
 but it is a 
theme that runs throughout the entire Bible. Moses, the murdering stutterer becomes 
God’s mouthpiece and leader to bring the Israelites out of slavery in Egypt.66 Ruth, the 
Moabite, follows her widowed mother-in-law to Israel, where she married the Israelite 
Boaz and becomes the great-grandmother of King David.
67
 David, refusing to wear King 
Saul’s armor in his fight against the giant, Goliath, defeats him instead with his sling shot 
and five stones.
68
 Saul, the great persecutor of the early Church becomes Paul, the great 
evangelist to the Gentiles.
69
 And, of course, the greatest reversal of all: God becoming 
human, being born to the virgin, Mary.
70
 Such is the topsy-turvy nature of God’s 
kingdom. 
To live according to Jesus’ teachings is not to live according to the methodologies 
of the culture found on Madison Avenue or Wall Street, in Hollywood, or even among 
the “successful” mega-churches of the late twentieth century.71 The metrics associated 
with corporate America (e.g., increased market share, improved stock prices, and a 
                                                        
65
 In his comments about the relationship between human wisdom and God’s wisdom (1 Cor 1:27-
29) and the nature of the body of Christ (1 Cor 12:22-24). 
66
 Murderer: Ex 2:12; stutterer: Ex 4:10. 
67
 Ruth 4:17. 
68
 1 Sam 17:38-49. 
69
 Acts 9:1-22. 
70
 Mt 1:18-25; Lk 1:26-38; 2:1-7 
71
 Sweet, Follower, 97. 
34 
 
growing profit margin) and even some of the metrics used within Christianity (e.g., 
attendance, budgets, and campuses) have proven to be misdirecting to Church leaders. 
For the people of God, success is measured against our discernment of “What is it that 
God would have us do in this time, in this place, with these resources?”72 
 
Church-Based Solutions 
The shortcomings of the business model have led church leaders to adopt best 
business practices cautiously, while at the same time pursuing other church-based 
avenues for ministry renewal. These Church-based solutions generally involve two types 
of approaches. They are not mutually exclusive, and a congregation may use them 
together quite comfortably. In theory, when fully executed these approaches have the 
potential to develop a vital, mission-oriented cadre of leaders. The author will show that 
this does not often happen in actual practice, pointing out the need for an intentional 
process of spiritual formation for a congregation’s governing board. 
 
Revitalization Through Christian Initiation 
The first solution is to revitalize a congregation’s leadership culture through a 
thorough, comprehensive initiation process for those not yet believers or members of the 
church. This type of process would create vital disciples who, when brought into 
leadership, would revitalize a congregation’s leadership culture and promote an effective 
mission-oriented style of ministry. This initiation is based on the early Church’s model of 
discipleship formation called the Catechumenate. 
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The Catechumenate 
The stories of the apostle’s initial outreach efforts suggest a four-fold movement 
that brings those outside the Christian faith into a saving relationship with God through 
Jesus Christ. Peter’s encounter with Cornelius in Acts 10 illustrates this clearly.73 First, 
people express interest in following Christ after having an unusual spiritual experience. 
For Cornelius, it’s his vision of an angel of God (Acts 10:3-8). Next, the spiritually 
inquisitive person asks for enlightenment. At his home, Cornelius expresses his desire to 
hear more about Jesus, and Peter obliges his request (Acts 10:34-43). That the listeners 
were converted is apparent, for the Holy Spirit descends on the Gentile listeners in the 
same manner as it had on the Jewish community on the day of Pentecost (Acts 10:44-45). 
From there, baptism immediately followed the proclamation of the gospel (Acts 10:47-
48); the period of formation was very brief. Nevertheless, the proximity of instruction 
and initiation in these stories demonstrates the interdependence of proclamation and 
rebirth. The latter does not happen without the former. Finally, Cornelius’ household asks 
Peter to stay with them a few days, presumably for post-baptismal fellowship and 
continued instruction in matters of faith.
74
  
Prior to the Church’s formal recognition and legalization by the Roman Empire in 
the fourth century, the Catechumenate was the means by which non-believers were 
introduced during a six to nine month period to the teachings, practices, and liturgical 
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rituals of the faith community. The Catechumenate fell into disuse by the sixth century.
75
 
However, the Roman Catholic Church reinstituted the Catechumenate in 1972 as the Rite 
of Christian Initiation of Adults (RCIA) as part of the worship and educational reforms 
associated with the Second Vatican Council.
76
 In recent years mainstream Protestant 
congregations have embraced a similar catechumenal process in response to the need for 
the baptismal preparation of the increasing number of unbaptized adults in a so called 
post-Christian world. Since the 1990s, Episcopalians and Lutherans throughout North 
America have worked together under the umbrella of the North American Association for 
the Catechumenate.
77
 In 1997, the Evangelical Lutheran Church in America, the 
Evangelical Lutheran Church in Canada and the Lutheran Church-Missouri Synod 
together published a series of three catechumenal resources under the general title 
Welcome to Christ. Another resource, Go Make Disciples: An Invitation to Baptismal 
Living has replaced this resource.
78
 
In both Roman Catholic and Protestant traditions, the Catechumenate is 
comprised of the same four elements whose flow reflects the experience of the first 
evangelists. Each stage is built around scripture, prayer, worship, reflection, witness, 
service, and the introduction to various Christian disciplines and practices. Each element 
ends with a liturgical ritual during the congregation’s usual weekly worship. For those 
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new to the faith, the process culminates with the Sacrament of Holy Baptism. For those 
already baptized but renewing their faith, it concludes with the Sacrament of 
Confirmation (in the Roman Catholic Church) or the Rite of Affirmation of Baptism (in 
mainline Protestant Churches).
79
  
 
Alpha 
The Catechumenate is a tool used most frequently by the Roman Catholic and 
mainline Protestant churches for Christian initiation. Alpha is another tool used for 
spiritual formation and introduction into faith. Alpha began in 1991 as a program for one 
congregation (Holy Trinity, Brompton, London) to increase the faith and discipleship 
level of new believers. In time, it expanded to include non-believers when participants 
began bringing their un-churched friends. Alpha is an evangelizing course designed 
specifically to introduce the basic principles of faith to the spiritual seeker (whether 
already baptized or completely new to the faith) “in a relaxed and informal setting, 
without archaic language or threatening theology.”80 Since 1991, it has spread to 188 
countries in 112 languages, and in recent years the Roman Catholic and Eastern Orthodox 
community has modified it for use in their congregations.
81
 As of 2010, approximately 18 
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million people have experienced Alpha in one of over 54,500 classes that have been 
offered.
82
 
The Alpha initiation process covers fifteen topics based on key faith questions 
that are presented during a three-month period. Rather than illuminating the traditions, 
doctrines and rituals of the Church, these core questions are more personally directed.
83
 
Weekly classes are approximately three hours long and include a meal, a short teaching 
presentation by the local course leader, followed by a video presentation by Alpha 
International leader Nicky Gumbel. The evening concludes with a time for small group 
discussion on the night’s theme. The twelve-week schedule also includes a “Holy Spirit 
weekend” retreat, usually at the point when the class reaches the questions around the 
person and purpose of the Holy Spirit. However, participating congregations may modify 
the general flow and scope of the material as long as they don’t substantially change its 
content.
84
 For example, the Alpha material modified for use in the Roman Catholic 
Church adds material unique to that community. In addition, Alpha offers material 
tailored for specific subgroups and contexts.
85
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Whatever the model of discipleship formation, the goal of initiation is not 
membership; it is discipleship for mission. Hence, formation for mission is more than 
imparting knowledge. It is immersion into a way of life.
86
 By focusing on new believers 
who are not yet members, a congregation’s culture and mission vitality are improved 
through a continuous infusion of people new to faith. These new believers are filled with 
a fresh, untarnished faith. In turn, they pass on their enthusiasm to existing members; 
together, they generate a more vibrant church community. The way new believers are 
formed not only shapes those coming to faith, but it in turn shapes the entire community 
as they influence the new believers. What seems to be a one-way experience actually 
becomes a mutually enriching event.
87
 
 
The Inadequacy of Christian Initiation 
Given this potential for such a vibrant parish community, we should expect 
initiation-based approaches to have a positive impact on the leadership culture of a 
congregation. A review of actual parish practices, however, suggests that implementation 
of the catechumenate is uneven, and it produces mixed results. Susan Raftery and David 
Leege surveyed 1099 Roman Catholic congregations in North America as part of the 
Notre Dame Study of Catholic Parish Life.
88
 They found that only one third of 
congregations surveyed reported that their communities had an organized RCIA program, 
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with some differences by locale. Suburban parishes have a higher rate, with 45 percent 
sponsoring an RCIA program. In contrast, only 23 percent of town parishes and 18 
percent of rural parishes have active programs.
89
 Furthermore, there is little consensus 
among Catholic parishes about just what constitutes an RCIA program. Some programs 
last for six weeks, while others continue for as long as nine months to one year. Many are 
primarily content driven focusing on communicating the doctrinal teachings and 
traditions of the Church, while others more fully embody the essence of spiritual 
formation envisioned by the Second Vatican Council.
90
  
RCIA’s effectiveness varies based on who is implementing it at the diocesan and 
parish levels, how the program is structured, and who is encouraged to participate. Even 
within the same diocese, the quality of programs may vary. Some teachers undermine the 
Church’s teachings on established doctrines like purgatory and the uniqueness of Christ’s 
atoning life, death, and resurrection. With the various ministry demands on priests and 
the many programs in parishes, RCIA can be viewed in a “fill ‘er up and drive away” 
perspective, providing insufficient post-baptismal instruction and leaving new believers 
without adequate grounding for their faith.
91
  
The implementation of Alpha as a solution to strengthening a congregation’s 
leadership effectiveness faces the same challenges. Many concerns about Alpha are 
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theological in nature.
92
 The program’s emphasis on a more charismatic faith experience 
troubles some mainstream Protestants. Others are unsettled by their perception of Alpha’s 
incomplete teaching on salvation by grace alone or of humanity’s sinful nature.93 
Theological concerns aside, Alpha and the Catechumenate share the same fundamental 
shortcoming. Initiation activities are designed more for a person’s entry (or reentry) into a 
life of faith. They are not intended to provide ongoing leadership development for 
governing board members. While some congregations have implemented either Alpha or 
the Catechumenate well and are reaping the benefits of this success, that so many 
congregations are struggling to be successful according to the metrics explored earlier 
suggests that something more is needed. At best, initiation-based solutions are only a 
partial answer to the problem of leadership effectiveness of a church board. 
 
Revitalization Through Congregational Transformation 
The second solution is to revitalize a congregation’s leadership culture by 
renewing its focus on mission and discipleship. The work of church leaders like Rick 
Warren, Bill Easum and Tom Bandy, and Christian Schwarz provide a variety of 
examples from which to choose. Regardless of the model used, revitalization through 
congregational transformation seeks to empower leaders to rediscover their church’s 
primary mission and to let go of those practices or traditions that would distract it from 
this primary focus. 
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Becoming Purpose Driven 
One possible solution for the problem of effective governing board leadership 
comes from a model of congregational renewal from Rick Warren’s book The Purpose 
Driven Church: Growth Without Compromising Your Message and Mission. Based on 
insights gleaned from launching Saddleback Community Church in Orange County, 
California, Warren offers this model for any congregation wishing to revitalize its 
ministry. Warren observes that every church is driven by something. For some, tradition 
is paramount. For others, it is the personality of the pastor or another key leader, or the 
congregation’s finances, calendar of programs, or facility. Still others insist that 
unchurched seekers are most important. As significant as any of these might be, all 
ultimately miss the mark; thus, the need for a purpose driven church. Warren suggests 
that congregations rightly focused on the biblical purposes for the Church (worship, 
evangelism, ministry, fellowship, and discipleship) will maximize their health and 
effectiveness, and that healthy and effective churches will naturally grow to the size God 
wants for them.
94
 These core purposes flow from Jesus’ teachings in the Great 
Commandment (Mt 22:37-39) and the Great Commission (Mt 28:19-20), and from the 
example of the early church immediately following Pentecost (Acts 2:41-47).
95
 
Leading a congregation to become purpose driven involves many steps including 
prayer, Bible study, reflection, and conversation within a congregation, as well as an 
awareness of the surrounding community. When trying to get back on track, many 
struggling churches begin by asking the wrong question: “What will make our church 
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grow?” when the better question is, “What is keeping our church from growing?”96 In his 
book, Warren describes the process one might use to lead a congregation into this self-
discovery.
97
 He shares numerous examples of how to develop a mission statement, how 
to focus on a target “market,” how to reach the unchurched, and a host of other important 
aspects of growing a healthy church. He also demonstrates how a purpose driven ministry 
helps a congregation prioritize its activities and become organized.
98
  
How might this impact the leaders of the congregation and make them more 
effective? Many churches focus on programming and lack a discipleship process that 
intentionally moves people from unchurched into fully devoted followers of Christ. This 
purpose driven ministry model takes seriously the 
understanding that believers are called to grow 
deeper in their faith. Warren has systematized 
this by crafting what he calls a “life development 
process” based on the image of a baseball 
diamond (see figure 1), in order to draw people 
into ever-deeper levels of commitment and 
service.
99
 All members are expected to follow 
through with this process, and all leaders must 
complete it before they are eligible to serve as 
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Figure 1. Saddleback’s life development 
process. Source: Rick Warren, The 
Purpose Driven Church: Growth 
Without Compromising Your Message & 
Mission (Grand Rapids: Zondervan 
Publishing House, 1995), 144. 
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elders and members of the governing board.
100
  
New believers and attenders at Saddleback begin as members of the crowd; they 
get to first base by taking Class 101 (“Discovering Saddleback Membership”) and by 
making the commitment of becoming a formal member of the church. They move to 
second base by taking Class 201 (“Discovering Spiritual Maturity”) which introduces 
them to various spiritual habits like scripture reading, daily devotions, tithing, and prayer 
that can lead to spiritual maturity. Those who finish this class commit to following these 
spiritual habits each day. Members reach third base by taking Class 301 (“Discovering 
My Ministry”) where they learn how God has shaped them with unique spiritual gifts, 
heart passion, abilities, personality, and life experiences in order to serve in ministry. 
They also participate in a ministry placement exercise where they are paired with one or 
more specific ministries. Finally, one gets to home plate by completing Class 401 
(“Discovering My Life Mission”) and making the commitment to share their faith both at 
home and on mission trips.
101
  
This life development process is intended to provide a steady stream of spiritually 
grounded, well-prepared, mission-oriented participants to be deployed into ministry, both 
inside and outside the church. Two important elements undergird this effort. The first is 
an important cultural perspective. A purpose driven congregation has hardwired into its 
DNA the understanding of the “priesthood of all believers” (1 Pt 2:9). Every member is 
called into some ministry, not just those who are formally credentialed or ordained, or 
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who are among the church’s paid staff.102 Warren pushes this so far as to say that 
members are responsible for Saddleback’s ministry, while staff should oversee the 
budgets, buildings, and organizational matters (the maintenance) of its ministry.
103
 The 
second is an intentional ministry placement process. During Class 301 each member has a 
personal interview with a ministry consultant, during which they review the student’s 
various attributes for ministry and identify three or four possible areas of service. During 
a subsequent session of the class, each participant meets with the staff person or lay 
leader who oversees one of the ministries identified in the interview, and the class 
culminates with the student being commissioned into a ministry.
104
 
In addition, a purpose driven congregation is organized intentionally. Leaders 
streamline the organizational chart to minimize bureaucracy and to maximize ministry 
effectiveness. Rather than a plethora of committees, the church is organized according to 
five purpose-based teams: Missions (Evangelism), Membership (Fellowship), 
Magnification (Worship), Maturity (Discipleship), and Ministry (Ministry). Each team is 
led by a team pastor, assisted by a team coordinator, and composed of a combination of 
paid and volunteer ministers. Together, they craft and lead the activities that fulfill the 
particular purpose assigned to that team.
105
 On those rare occasions when a committee is 
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needed, Warren suggests creating an ad hoc group that has a specific assignment and a 
clear, limited duration after which the group disbands.
106
 
 
Dealing with Sacred Cows 
Congregational consultants Bill Easum and Tom Bandy have written many books 
and articles in the last two decades outlining ways to increase congregational vitality and 
leadership effectiveness. Based on their years of experience, they observe that 
congregations that are stuck or in decline tend to focus on control by its lay leaders rather 
than making disciples.
107
 This penchant for control becomes so ingrained in a 
congregation’s culture that it becomes a sacred cow-something “immune from criticism 
or attack by members of the church.”108 Church leaders trapped in this mindset will 
deflect new ideas with comments like, “We’ve never done it that way before.” and “We 
tried that once and it didn’t work.” or “Won’t that open us up to liability?” and “When 
you’ve been around longer, you’ll understand why it can’t be done.” or even “How dare 
you criticize what we’re doing!”109 
These congregations exhibit other traits as well. One is an inward focus that 
prioritizes the needs of the members over the needs of the guests who visit or who are 
sought. Rather than empowering church members to address these felt needs, the church 
focuses on members’ financial resources to pay for staff and other professionals who will 
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do ministry.
110
 The role of leaders, then, is to supervise and manage (and thereby control) 
the work of staff and key volunteers.
111
  
Another trait involves what a church sees as important. Stuck and declining 
churches place value in members belonging to an institution. The old American Express 
tagline “Membership has its privileges” describes this perspective. People are enrolled in 
membership, informed about church activities and encouraged to participate, nominated 
into positions of church leadership where they supervise church activities, all with the 
intended purpose of maintaining the church and its ecclesiastical heritage. They begin as 
members and end as guardians.
112
 Such a congregational culture is designed for self-
preservation, not mission. If large numbers of people join the church, a surplus of energy 
and resources can overflow into mission. However, mission remains at best a kind of side 
effect; a serendipitous byproduct of institutional vitality.
113
 For Bandy, this misdirected 
system exhibits something beyond a simple resistance to change or a preference for the 
past. It is an addiction. Just as someone who abuses drugs or alcohol chronically denies 
the destructive impact of their behavior patterns, congregations also cannot see that the 
demise of their congregational health is directly connected to their misplaced attachment 
to the sacred cows of former ideals, forms or procedures.
114
  
What does a vital, healthy congregational culture look like? Easum suggests that 
the Church is most effective when individuals are given permission to live out their God-
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given spiritual gifts in ministry rather than institutional maintenance.
115
 Such a 
permission giving church believes that the role of God’s people is to minister to people in 
the world, whenever and wherever God invites them. Healthy ministry happens when 
people serve others and help them experience a life-transforming encounter with God, 
instead of fulfilling required institutional roles or tasks.
116
 Bandy describes a thriving, 
permission giving church system in similar terms. Rather than valuing passive 
membership, this system assumes that meaning in life results from active involvement in 
ministry; thus, the organizational model is oriented toward mission rather than 
maintenance. A thriving church system prioritizes the needs of the community over the 
needs of the membership. This church system helps members to discern and use their 
spiritual gifts, equips them to do mission and ministry with excellence, and stands aside 
to release them into the world to bring the hope of transformation to individuals and 
society.
117
 Rather than being controlled or micromanaged by leaders, a congregation’s 
mission, vision, and core values guide permission giving churches. These three form the 
boundaries within which members are free to exercise their spiritual gifts for the good of 
the community. Any ministry activity is pre-approved by leaders as long as it doesn’t 
contradict the congregation’s boundaries.118 Permission giving leaders develop and 
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articulate the mission and vision of the church and create the environment in which 
people are free to live out their spiritual gifts without having to ask permission.
119
  
Thriving, permission giving congregations don’t require elaborate organizational 
structures composed of many standing committees or a large governing board. The 
purpose of organization in permission giving churches is to provide the environment in 
which individuals live out their spiritual gifts in the everyday world and pass on to others 
what they are experiencing in ministry. Easum recommends that congregations have as 
few standing committees as possible; ideally, no more than one, which he calls “the 
Steering Team.”120 This team is composed of no more than seven people, including the 
senior pastor. Team members are role models and servants, instead of nominated 
members.  
As a group, the Steering Team serves as the congregation’s central nervous 
system. It encourages the congregational strategies, policies, values, beliefs, and 
principles. It ensures coordination between staff, lay leaders, and various ministry teams. 
It meets monthly to ensure that the ministry of the church is progressing according to the 
congregational plan. When necessary, it provides an accountability system that helps 
make corrections when members’ activities go beyond the boundaries or fail to live up to 
the standards in some way. The Steering Team does as little of the work as possible that 
other groups and members can do. Instead, its primary focus is to encourage and support 
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each individual in exercising his or her gifts, developing new teams, and establishing new 
ministries.
121
 
Instead of a plethora of standing committees, short-term, self-organizing ministry 
teams oversee a congregation’s activities. These teams differ from traditional standing 
committees in several ways. Traditional committees often emerge from above in order to 
meet an institutionally driven need. Once established, these committees may have little 
authority to make decisions without having them reviewed and ratified by the governing 
board. On the other hand, self-organizing ministry teams form from below based on an 
identified ministry opportunity. Based on this affinity for the emergent ministry 
opportunity, the ministry team decides what to do and how to do it. Whereas standing 
committees are often permanent, short-term ministry teams only last as long as the life of 
the ministry need which birthed them, and then they disband. As opposed to committees 
who typically oversee entire areas of ministry (e.g., Evangelism), these teams relate to 
just one activity (for instance, the Visitation Team that greets newcomers to worship and 
follows up with them within two days). These ministry teams have permission to begin 
anytime or to change direction later without having to jump through multiple levels of 
institutional bureaucracy for approval. The governing board only intervenes in a team’s 
ministry if its activities oppose or undermine the congregation’s mission, vision, or 
values.
122
  
Bandy expands this organizational concept slightly, suggesting that two standing 
committees can sustain a thriving church system in concert with a congregation’s 
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mission, vision, and values. Even so, the mission direction remains bottom-up not top-
down. The first is the Human Resources Team. This group grows disciples. They help 
people hear the call to mission, and to understand it as a joyful fulfillment to their 
destiny. They provide training for everyone who serves, and they communicate ministry 
standards and expectations throughout the church community. As necessary, they may 
even remove individuals from leadership. The second permanent group is The 
Administration Team. They deploy servants to do whatever ministries the Holy Spirit has 
elicited from members’ spiritual growth. This team oversees the daily operations of the 
church. They do not give or withhold permission for ministry; neither do they create 
ministries. Their basic question to every idea or proposal is, “How can we help you do 
it?”123 All other ministry happens through ministry teams called P.A.L.S. Groups (short 
for Prayer, Action, Learning, and Sharing) that are organized around a common 
enthusiasm or interest.
124
 
How do congregations recover from being addicted to control and become 
healthy, vibrant mission centers? As with any addiction, the first and most painful step is 
for congregational leaders to admit a problem exists.
125
 As with other addictions, 
recovery comes from outside the system through transformation from God (a higher 
power), not through renewal from within. Church renewal efforts of the past twenty years 
have largely failed, because they are trying to restructure old systems and patterns of 
behavior to create better outcomes. The church transformation movement succeeds 
                                                        
123
 Bandy, 159-162. For more information about the interplay between a congregation’s mission, 
vision and values and these two teams, see Tom Bandy, Christian Chaos: Revolutionizing the 
Congregation (Nashville: Abingdon Press), 1999. 
124
 Ibid., 150-151, 219. 
125
 Ibid., 172. 
52 
 
because it addresses systemic change.
126
 Although transformation cannot be prescribed, 
“top down” by the pastor, it is essential to have the pastor’s unreserved support.127 In fact, 
Easum observes that the pastor is the role model for the transformation process, even as 
the congregation sees that it is implemented. Organizations will not become unstuck 
without a pastor who (1) decides it is time the congregation got “unstuck”; (2) articulates 
a new vision so eloquently and passionately that it becomes a shared vision throughout 
the congregation; and (3) inspires enough people to not only share the vision, but to work 
together to unstick the organization.
128
  
 
Promoting Natural Church Development 
Natural Church Development (NCD) is another congregational renewal emphasis. 
Launched by Christian A. Schwarz in 1996, NCD began as a research project of 1,000 
congregations in 32 countries on six continents. Since then, he has accumulated data from 
45,000 churches in more than 70 countries.
129
 The results have been distilled into what he 
offers as a new paradigm focusing on church health, rather than on numerical growth. 
Churches focusing on the latter often seek to improve their ministry by adopting the latest 
and greatest church growth model. The underlying assumption is that what worked in one 
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place will automatically work in another. According to Schwarz, such an approach 
focuses too much on a leader’s personal efforts and skills, and not enough on the all by 
itself nature of church growth.
130
 Rather than try to force church growth or health, NCD 
seeks to unleash the biotic potential-the inherent capacity of an organism to reproduce 
and thrive that God has put within each congregation. This happens as congregations 
address the factors both inside and outside the church that create obstacles to growth.
131
 
The parable of the Growing Seed provides the underlying biblical concept for 
Natural Church Development: 
The Kingdom of God is like a farmer who scatters seed on the ground. Night and 
day, while he’s asleep or awake, the seed sprouts and grows, but he does not 
understand how it happens. The earth produces the crops on its own. First a leaf 
blade pushes through, then the heads of wheat are formed, and finally the grain 
ripens. And as soon as the grain is ready, the farmer comes and harvests it with a 
sickle, for the harvest time has come. (Mk 4:26-29 NLT) 
 
This parable demonstrates what people can and cannot do. They should sow and harvest, 
they may sleep and rise. What they cannot ever do is produce the fruit. Instead, the earth 
produces fruit “on its own.” By applying this idea to the life of the congregation, it 
suggests that healthy growth is God’s work, and this idea forms the underlying principle 
of NCD: releasing the divine growth forces by which God himself grows the church.
132
 
Rather than taking a quantitative approach (i.e., “How can we get more people to 
attend services?”), NCD looks at the quality of a congregation’s life as the key to church 
development by examining eight characteristics: empowering leadership, gift-based 
ministry, passionate spirituality, effective structures, inspiring worship services, holistic 
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small groups, need oriented evangelism, and loving relationships. Through a 
questionnaire filled out by thirty members active in the congregation’s ministry, leaders 
are able to determine the congregation’s minimum factor-the lowest area of these eight 
characteristics at work within their church. Just as a barrel can only be filled with water 
to the level of its lowest stave, a congregation will only grow to the level of its lowest 
characteristic. By focusing its ministry energy on raising this minimum value, the overall 
health of the church will improve and other characteristics will improve as well.  
 
The Inadequacy of Congregational Renewal 
Congregational renewal strategies share many of the same shortcomings found in 
the initiation-based solutions explored above. When led by committed lay and clergy 
leaders in a congregation, these transformation models offer many valuable tools to 
reorient and reinvigorate a congregation in its ministry. However, what’s missing in these 
models is any specific training or support for a congregation’s governing board. 
As a means of overall congregational renewal, Natural Church Development has 
much to commend it. Schwarz takes into account the unique nature of each congregation, 
and he resists lifting up any one congregation as a model that others should emulate. 
Congregations shouldn’t attempt to imitate each other; they are called to live out their 
own unique mission. NCD’s emphasis on biotic potential enables a congregation to do 
this. Schwarz's focus on church health rather than church growth is refreshing, as is his 
clarity about God as the agent of church growth rather than human ingenuity or effort. 
However, NCD ultimately fails as a means of improving a governing board’s 
effectiveness. Schwarz identifies empowering leadership as an essential quality 
55 
 
characteristic of healthy and growing congregations, and he defines this as leaders 
empowering church members for ministry.
133
 Empowering leaders build up Christians to 
attain their own spiritual potential rather than seeing these members as resources to 
benefit the needs or goals of the institution. A companion implementation guide outlines 
concrete actions of congregational leaders that constitute empowering leadership.
134
 
While this complements Easum and Bandy’s perspective on the sort of leadership that 
promotes a congregation’s mission effectiveness, it does not address the need for a 
governing board’s spiritual formation. Empowering leadership is the fruit of a spiritually 
mature governing board, and NCD doesn’t speak to how this maturity develops.  
Warren’s Purpose Driven approach has a similar weakness. Warren spends 
significant energy extolling the need for existing congregations to identify the five key 
purposes of the church, and how to focus one’s ministry accordingly. His Life 
Development Process (Class 101, 201, 301, and 401) demonstrates clearly how people 
move around the bases and express deeper levels of commitment to and involvement in 
ministry. He speaks persuasively about organizing your ministry on purpose by 
implementing a ministry placement process and streamlining the organizational structure 
so that people become involved in ministry based on their giftedness. However, Warren 
says nothing about working with the leaders once they have gone through the process he 
outlines. For those who have completed Life Development 401, Saddleback Church 
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offers SALT (Saddleback Advanced Leadership Training), an ongoing monthly pep rally, 
but there is nothing about ongoing leadership development of the board.
135
  
Natural Church Development is also silent on this point. Schwarz’s first quality 
characteristic, Empowering Leadership, expresses the desired quality of leadership 
present in congregations that maximizes church health and growth. Leaders in healthy 
churches concentrate on empowering others for their God-given ministry, rather than 
simply doing the ministry themselves or using members to fulfill a leader’s own ministry. 
Rather, these leaders invest the majority of their time in discipling would-be leaders in 
order to develop an ever-growing cadre of people involved in ministry.
136
 Nevertheless, 
missing from this model is any insight into what these leaders need as a leadership team 
to be productive, to keep the board from “majoring in the minors” and getting off track. 
Schwarz acknowledges that ongoing support is important. Leaders need others who are 
investing in them.
137
 Unfortunately, he is silent about what that ongoing support should 
look like. 
Easum and Bandy go the farthest to provide a framework by which a governing 
board can remain focused and effective. Easum proposes streamlining the governing 
board and shifting its leadership from one based on representational democracy (where 
everyone on the board represents a particular constituency, and ministry ideas must be 
voted on by the board for approval) to a permission giving board whose primary purpose 
is to empower members to identify their God-given spiritual gifts and to release those 
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members into ministry.
138
 Bandy’s description of a thriving church system and the 
optimum organizational structure to support it compliments Easum’s permission giving 
model completely. Rather than the collection of standing committees described above in 
the ELCA’s model constitution, just three teams guide the ministry of the congregation. 
These core teams help members identify their spiritual giftedness and, within the bounds 
of a congregation’s mission, vision, and values, release them into direct ministry. In 
addition, affinity-based spirituality P.A.L.S. groups rather than standing committees 
emerge as needed to address ministry opportunities.
139
 
Like Warren and Schwarz, however, Easum and Bandy fail to provide any 
specific guidance on what spiritual formation activities leaders need to remain focused in 
their ministry as a governing board. They suggest the kinds of teams that a congregation 
ought to have, and the need for congregations to develop a clear sense of its mission, 
vision, and core values to provide the parameters in which ministry can happen. They 
even delineate the functions teams should embrace, but what does a governing board 
meeting in such a streamlined, permission giving context look like? What spiritual 
formation activities would this group need to remain permission giving and not fall back 
into old or more comfortable behavior patterns? Since governing boards experience 
turnover in their membership over time, what does a board need to perpetuate this new 
culture for ministry among newer board members? 
At best, the implication from this silence regarding spiritual formation for leaders 
seems to be that going through a congregational transformation process is enough to 
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weave mission and leadership vitality into the fabric of the congregation, and that 
ongoing support of the leaders is unnecessary. Experience tells us otherwise. Without 
regular attention to the spiritual growth of the leadership team, even well trained leaders 
will get sidetracked and, over time, ministry effectiveness can wane. Congregational 
transformation without a concurrent emphasis on leadership development too often leads 
to ineffective ministry and leadership.  
During the nineteenth and early twentieth centuries, coal miners would bring 
canaries down to the tunnels with them as an early detection system against life 
threatening gases such as carbon dioxide, carbon monoxide, and methane. The canary, 
normally a very songful bird, would stop singing and eventually die in the presence of 
these gases, signaling the miners to exit the mine quickly. Because of their slight size, 
canaries circulate the gas into their blood stream more quickly than humans. They fall 
prey to the gases before they can affect the miners, giving the men enough time to exit 
the mine to safety.
140
 The health and focus of the governing board does for the 
congregation what the canary does for the miners: it serves as an indicator of the spiritual 
vitality of the community. In the next section the author will explore this and lay out the 
best spiritual formation activities for governing boards that, when used along with best 
leadership practices like those suggested by Warren, Schwarz, Easum and Bandy, will 
cement a missional attitude into a congregation’s leadership. 
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SECTION 3 
THE THESIS 
 
Back to the Future 
In the last section, we concluded that a congregation’s leadership enhances its 
ministry effectiveness by refocusing on the biblical purposes for the Church expressed by 
the Great Commission and the Great Commandment. It would be logical, then, to suggest 
that leaders also look to Scripture for organizational models to guide their congregation’s 
ministry. Given the similarities in ministry context with the first century and the present, 
it is tempting to look for leadership structures from the early church that we can import 
for use today. 
Bill Easum and Tom Bandy observe that the culture of first century Rome 
resembles what they define as the “pre-Christian” culture found today throughout North 
America and Europe.
141
 The world of the first-century church was cosmopolitan and 
ethnically diverse. Like today, the Roman Empire was characterized by a large disparity 
in income and living conditions. It was also riddled with a myriad of religions and 
superstitions. As Rome conquered, it included the gods of the region into its pantheon of 
gods. The early Christians found themselves confronting many forms of oriental cults on 
the outside and gnostic heresy on the inside. Such religious pluralism and tolerance is a 
hallmark of today’s culture. In both eras, pre-Christians have two distinguishing 
characteristics. They have grown up outside the influence of Christianity and have been 
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mentored more by their peers than their parents. As a result, they are intensely tolerant of 
a vast variety of viewpoints and gods. 
However, though they share many similarities, the current North American 
mission context differs in significant ways from the early church. Unlike the period of the 
early church, most in North America do not live a life focused on survival. Advances in 
science, medicine, and technology provide a standard of living previously unimaginable. 
The variety of available communication and transportation methods create connections 
between people unparalleled in any other era. Though the seeds of our governmental 
systems may be found in ancient Greece and Rome, our current political practices in 
North America and their attendant social freedoms do not resemble those found in the 
first century.  
There are two other differences. First, Paul didn’t live and breathe and work as a 
part of a church that had a reputation throughout his culture of being antiquated, 
irrelevant, hypocritical, and impotent.
142
 Though the community at large may resemble a 
predominantly pre-Christian environment, unlike the communities in which Jesus, Peter 
and Paul ministered, the Church’s reputation precedes it. We bring with us emotional and 
spiritual baggage that may undermine our ministry to those outside the faith even before 
we open our mouths or extend a compassionate hand. 
Second, Jesus did not come to organize a church; neither did he choose disciples 
to be administrators. They were eschatological judges of a renewed Israel (e.g., Mt 19:28; 
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Lk 22:30).
143
 Early Christians, including Paul and the author of Revelation expected 
Jesus to return soon (e.g., Mt 16:28; 24:34; Rom 13:11; Rev 22:7, 20).
144
 Issues around 
church organization and longevity emerged only as leadership in the church passed to 
subsequent generations. Contemporary leaders often seek justification from Scripture for 
church governance practices by reading their needs into texts that describe the developing 
life of the early church.
145
  
For instance, a careful reading of the story of the disciples establishing a food 
distribution system in Acts 6 suggests that Luke’s concern was not to prescribe a model 
for church governance and decision-making procedures. The passage is silent on how the 
Seven were actually identified. Did Peter nominate them, or were they chosen by lot, as 
Matthias was to replace Judas (Acts 1:26)? Or were they elected unanimously through an 
ecclesiastical ballot? Apparently, Luke was not interested in establishing an 
administrative mechanism for distributing food to the poor, since we read nothing more 
about it in Acts.  
Instead, the context of this story demonstrates Luke’s purpose for including it. It 
provides an introduction of the Seven as men filled with the Holy Spirit. There is a 
description of the positive qualities sought in these new leaders: men with good 
reputations who are filled with the Spirit and wisdom (Acts 6:3). In addition, the story 
demonstrates how Spirit-driven and creative decision making leads to the spread of the 
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gospel and the growth of the community (Acts 6:7). Finally, it emphasizes that all are 
welcomed for ministry in the people of God.
146
 
Given the key differences between the early church and our current culture, 
leaders should be cautious before appropriating governing models from the early church 
for use today. However, if we cannot learn a great deal from the New Testament about 
how to carry out effective governance in a twenty-first century context, perhaps we can 
discern some important principles. From his own example, we learn that Jesus always 
made decisions in the context of prayer and discernment of the Holy Spirit’s leading. On 
several occasions, he went off on his own to pray (e.g., Mt 14:23; Mk 6:46; Lk 5:16; 
6:12). At other important junctures-his Transfiguration (Lk 9:28), his teaching at 
Caesarea Philippi (Mk 8:27-30), and his betrayal in the Garden of Gethsemane (Mk 
14:32-42; Lk 22:40-46)-Jesus prayed with some or all of the disciples. In fact, prayer 
occurs at several major points in his life.
 147
 
Later, as leadership passed to the next generation and new organizational needs 
arose, additional official roles of elders (presbyteros) and overseers (episkopos) emerged 
as the church spread to Antioch and beyond (1 Cor 12:28). The repeated mention of these 
titles in Ephesians (4:11) suggests that these are stable, permanent roles that became 
widespread in the early church. Nevertheless, the entire leadership structure remained 
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very fluid, and it continually evolved according to local conditions in order to promote 
the spread of the Gospel.
148
  
This variety of New Testament terms and roles illustrates that congregational 
leadership forms must be understandable to the cultural context, and yet flexible enough 
to cope with changing needs both inside and outside the church. The ultimate purpose of 
any structure is to enable the community of faith to live out its missional identity.
149
 Of 
greater concern to the New Testament writers than leadership roles was the quality of 
character expected from these leaders (Acts 14:23; 20:28-32; 1 Tm 3:1-13; Tit 1:5).
150
 A 
leader’s tasks and responsibilities change over time; one’s character, however, should 
remain fundamentally consistent. 
 
The Task of Mission-Oriented Leaders 
One key to developing a mission-oriented governing board is being as clear as 
possible about the board’s tasks and responsibilities, and about Board members’ 
character. The insights from the permission giving and purpose driven congregations that 
we explored above give us important direction on the board’s tasks and responsibilities. 
First, they provide the general context in which governing boards should act, which can 
be summarized in one sentence: in order to be more effective, governing boards should 
focus their energies on church governance rather than on church management. Second, 
                                                        
148
 Shaw, 133-134. 
149
 Ibid., 138. 
150
 Ibid., 136. 
64 
 
this focus on governance suggests some specific best practices that a board may use 
profitably. 
 
Management versus Governance 
Governing boards are tempted to manage the congregation for at least two 
reasons. First, some form of representative democracy governs most Lutheran 
congregations.151 A congregation gives authority to a select group of members to oversee 
its affairs and direct its ministry, and this select group is supposed to represent the 
interests of the congregation.
152
 In this context, the board meeting agenda consists mainly 
of a discussion of reports and taking any needed action to authorize spending, resolve 
differences, or improve on a committee’s work. When a congregation is small and the 
board is composed of many of the congregation’s decision makers, this management style 
works well. However, when a congregation grows larger this approach becomes 
unwieldy.
153
 
In larger congregations, boards based are tempted to micromanage the work of 
committees and staff in an effort to remain fully aware of the congregation’s ministry. 
Therefore, the board must grow in proportion to the congregation’s growth because new 
ministries and staff require a seat at the board table. Meetings get longer as each board 
member reports on his or her ministry. The board’s focus increasingly turns inward rather 
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than remaining focused on the community and the board’s purpose. The larger the 
congregation, the less satisfactory this structure becomes and the more the congregation 
needs a board that rises above daily program administration to think about the bigger 
picture.
154
 
The second reason boards often manage ministry is because one or more board 
members (or the pastor) feel the need to control what is happening. They see it simply as 
their responsibility as representatives of the larger congregation. Despite the good 
intentions of most board members, church management inhibits a congregation’s 
ministry. Boards often put themselves in the role of giving members permission to do 
ministry by controlling the congregation’s financial and human resources. Saving money 
“for a rainy day” becomes more important than reaching out in ministry to a hurting 
neighborhood. It is not unusual for struggling congregations to have tens or even 
hundreds of thousands of dollars in savings for that rainy day and be so inwardly focused 
as to not realize it is pouring outside. At its worst, this sort of control is an unhealthy 
addiction that completely undermines and derails a congregation’s ministry.155 
This challenge with board management is not limited to the nature of the church’s 
mission. Secular corporate boards share the same shortcomings. Noted business 
consultant John Carver observes how well meaning boards regularly exhibit procedures 
of governance that are deeply flawed. He lists common practices (also experienced by 
most church boards) that are obvious drains on board effectiveness: 
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• Time spent on the trivial: major program issues go unresolved while boards 
conscientiously grapple with some small detail. 
• Short term bias: should be focused on long term; instead, usually deal with 
near term or even past events. 
• Reactive stance: responding to staff proposals rather than making decisions 
proactively. 
• Reviewing, rehashing, redoing: going over what staff or volunteers have 
already done. 
• Complete workload overload: the board becomes overwhelmed by the 
complexity and scope of the misdirected job it takes on.
156
 
 
The experience of church and corporate leaders like Easum, Bandy, and Carver 
suggests the same thing: vital congregations and secular corporations do not need boards 
skilled in more effective management techniques; rather, they need boards that are 
focused on governance. What is governance? Simply put, it is attending to “the big 
picture, the long term, and the value-laden.”157 It is focusing on the top-level tasks of 
articulating the mission, selecting a strategy for getting there, providing the 
accountability of making sure it happens, and ensuring that people and property are 
protected against harm.
158
 In the context of the church, everything else is considered 
ministry. It is essential to keep governance and ministry separate, and to understand the 
board’s role with each.  
Under the model of governance, the board develops and communicates three 
things: a congregation’s core mission (why it exists to do ministry), its vision (how, 
generally, it plans to carry out its core mission), and the values important to it that paint a 
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picture that describes the congregation and provide the boundaries for behavior.
159
 
Together, they create the environment in which people are free to live out their spiritual 
gifts.
160
 The board’s time and energy are spent developing policies reflecting its mission, 
vision, and values, as well as the means by which the congregation will carry out its 
ministry. These policies will include mission statements, annual goals and budgets, rules 
about handling money, personnel policies, real estate, personal safety, and so on. 
Through these policies, the board delegates authority to ministry leaders and gives them 
guidance on how to exercise that authority. Finally, it provides a mechanism for 
accountability between the board and a congregation’s front line leaders who are 
involved in ministry.
161
  
Contrary to governance, ministry is primarily what a congregation does-achieving 
the mission and vision that the board has articulated. Both governance and ministry 
ideally produce relationships, enthusiasm, and renewed faith. They will differ, however, 
in their outcomes. Governance produces minutes, policies, mission statements, goals, and 
strategic planning documents. Ministry creates worship services, study groups, mission 
trips, service projects, mowed lawns, happy children, and renewed hope.
162
 The presence 
of both governance and ministry is vital in a congregation; so is understanding the role of 
the board in each. 
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Implications of Governance on Church Practice 
There are several implications for boards that lead according to a governance 
model. The first concerns how the congregation is organized. Congregations in a 
governance model require a smaller board and fewer standing committees than a 
congregation using a management model. The relationship between the board and the 
congregation’s committees, teams, and task forces differs as well. These lead to another 
implication for the governing board: the focus and content of its board meetings. Boards 
leading according to a governance paradigm focus on a different horizon than boards 
leading by management. This focus leads to a different work product by the board.  
 
Organizational Practices 
Comparing churches organized around management as opposed to governance, 
we observe that their internal organizational dynamics differ. A board that runs the 
church based on management requires many standing committees to oversee its 
ministry.
163
 This can lead to a large board made up of committee chairs from each 
committee, plus representatives from other groups like the women’s or men’s ministries, 
the preschool or parochial school board, and the endowment fund. The model constitution 
of the Evangelical Lutheran Church in America reflects this leadership paradigm. 
On the other hand, a board whose purpose is to govern needs fewer members, as 
there will be fewer committees. Its members are selected for their character qualities 
rather than their formal role as committee chair or organization head. Although 
constitutional provisions will vary, there is no reason why a governing board must be 
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more than seven people.
164
 Given the primary work and focus of a board in a governance 
model, a smaller board is more effective. Smaller boards immediately recognize that they 
cannot function as a representative democracy, so are less likely to fall back into that 
pattern of behavior.
165
 
The internal dynamics in the congregation between the board and the 
congregation’s committees, teams, and ad hoc task forces differ as well. A board that 
desires to govern will be clear about the division of labor between those who govern and  
those who do ministry. This division 
is illustrated by figure 2. The board 
is solely responsible for that aspect 
of ministry in the shaded area on the 
left labeled oversight. Oversight 
ensures that the congregation’s 
human and material resources are 
used for the benefit of its mission. 
The board fulfills this duty both 
negatively, by preventing theft and loss of resources; and positively, by establishing 
metrics that measure a ministry’s effectiveness and provide accountability within the 
ministry.
166
 The board shares responsibility for discernment and strategy with the paid 
and unpaid leaders (whom Hotchkiss calls “staff”). Discernment involves answering the 
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between the board, the staff and the congregation in 
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question, “What’s our mission?” Strategy focuses on implementation, “What do we need 
to accomplish our mission?” Boards that govern focus more on discernment, identifying 
the congregation’s mission and vision, and providing general input into strategy of how 
to accomplish it. Staff is involved with both aspects, but spends more energy with 
strategy.
167
 Finally, the board remains uninvolved in management, which is the sole 
purview of staff. Management includes the ministry activities the congregation will use to 
accomplish its strategy and fulfill its mission. Boards that govern delegate authority and 
responsibility for these management details to the leaders in the trenches who are 
passionate about these aspects of ministry.
168
 
 This frees the board to focus primarily on identifying and refining the 
congregation’s core mission, vision and values, and to focus on providing the requisite 
oversight so members can identify their giftedness and be trained and released into 
ministry.
169
 This creates the environment in which new leaders and ministries emerge 
organically, from the bottom up in response to a community need, rather than top down 
based on the church’s institutional need. In fact, members will organize around these 
emerging ministry opportunities, often apart from the board’s direct knowledge and 
certainly without their permission. Short-term ministry teams and ad hoc task groups will 
accomplish most ministries. These groups only exist to accomplish their ministry, and 
disband when the ministry need is met or the ministry is deemed no longer effective.  
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As a result, boards that govern require few standing committees, and these relate 
to and support the work of the board. These might include: a Governance Committee to 
recruit and train new board members, and to provide accountability to the board to assure 
that it is leading by governance and not management, a Finance Committee to support the 
board by creating and monitoring budgets and keep it from micromanaging the 
congregation’s finances, an Endowment Committee to manage a congregation’s 
endowment fund (if there is one), and a Preschool or Parochial School Committee to 
oversee the school (if there is one). All other committees, ministry teams, and task groups 
are by definition short-term and oriented toward the ministry opportunity that birthed 
them.
170
 
 
Board Meeting Practices 
Another implication of the governance model involves the focus and the content 
of the board meeting. Due to its size and composition as a representational democracy, a 
board that leads by management is often saddled with long, internally focused meeting 
agendas filled with many reports given by each person and staff member. Instead of 
setting overall direction, it spends most of its time responding to requests-for money, for 
permission, for approval, for comment-from committees. In practice, the board becomes 
an appellate court. Over time, the board cedes much of its power to initiate action and 
becomes reactive, giving and withholding its assent to requests brought by others. The 
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board sees its role as a clearinghouse for issues that arise in the course of the real work, 
which happens in committees and only gets reported to the board at its meeting.
171
  
As a result, a circular dance evolves between the congregation’s committees and 
organizations and the board itself. Boards and committees approve projects provisionally, 
and then bring them back repeatedly for criticism, reconsideration, and approval of next 
steps. It is easy to see how in this style of leadership by management a board could be 
very busy running the organization without really accomplishing anything of substance. 
The net result of this is an internally focused board and congregation that strongly resist 
change and risks being closed to the movement of the Holy Spirit.
172
 
By contrast, the meeting agenda in the governance model looks quite different.
173
 
Because of its smaller size and focus, the board has no need to review each committee’s 
ministry activities or even to receive a report at all! If a committee wishes to share 
something noteworthy with the board, it does so as a celebratory point of information, not 
an opportunity to receive approval. Instead of a plethora of reports and a rehashing of old 
business, meetings include extended time for spiritual formation, group study, and 
discussion.
174
 This gives the board a chance to grow in its long-range perspective in two 
ways: by remaining grounded in the story of God’s ongoing action in the faith 
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community, and by becoming conversant with ministry issues inside and outside the 
church. Rather than being inward-focused, these activities encourage it to take a future- 
and outward-focused perspective. The group might discuss a book that it read since its 
last meeting in preparation for a deeper discussion about the need for a new worship 
service, or the ending of a ministry that is no longer effective.
175
 Although there is no set 
curriculum, the important thing is that leaders choose topics that are related to the 
congregation’s current and future ministry. 
Agendas are comprised of two main elements: a consent agenda and a discussion 
agenda. The former contains ministry reports, staff reports, financial statements, minutes 
of previous meetings, and any other items constitutionally required to be included (for 
instance, the list of new members being received into the congregation, or of absent 
members being removed from the rolls). This is distributed ahead of time with the full 
agenda packet. At the beginning of the meeting, items are accepted or received as a group 
without comment. If a board member wants to discuss something in the consent agenda, 
the meeting leader moves it to the discussion agenda. The discussion agenda rarely 
contains more than two or three main issues, plus any items moved from the consent 
agenda. This allows ample time for the board to attend to big picture matters it deems 
important concerning the current and future direction of the ministry, and the needs of the 
community.
176
 
In addition to the agenda, a board that leads through a governance model may use 
additional tools to maximize its effectiveness. For many, Robert’s Rules of Order is the 
                                                        
175
 Osborne, 77-88. 
176
 Hotchkiss, 119-121. 
74 
 
starting point in thinking about how to run a meeting. Its arcane terminology and methods 
for advancing and halting discussion can prove disruptive to the flow of the meeting and 
prompt board members to wish for an alternative.
177
 Robert’s suffers from two other 
criticisms. The rules are complex enough that some can use them either to railroad a 
decision through the board or to hinder the work of the board. Moreover, as a guide to 
decision making it works best for deliberative meetings where contending factions argue 
and the majority decides.  
Sometimes, however, a meeting has another desired outcome: creative thought 
and insight, or deepened appreciation of differences, or the discernment of God’s will. A 
creative workshop atmosphere, rather than Robert’s more formal style of meeting, better 
serves these outcomes. Facilitator type activities like the go-around and breaking the 
board into dyads and triads can engage board members more fully in the discussion than 
might happen otherwise using Robert’s.178 Boards might also consider pre-processing a 
decision. Rather than raising a major issue for discussion and a decision in the same 
meeting, bring it up one or more meetings ahead of time to give people ample 
opportunity to reflect on it. Begin those sessions with the opening comment: “We will not 
make a decision about this today.” Set a time limit, provide a manageable amount of 
information, and let the conversation flow. When time is up, conclude by saying, “As 
planned, we have not arrived at a conclusion. We can declare this part of the agenda a 
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success! We will return to this topic next time, with the benefit of the head start we gave 
ourselves today.”179 
One of the important roles of the board under the governance model is to provide 
accountability within the church: to make sure the congregation’s financial and human 
resources are used to benefit its mission, and to see that ministry is happening according 
to its mission, vision, and values.
180
 Positively, the board does this by making sure the 
members are discovering their spiritual giftedness and being released into ministry 
accordingly. The board provides oversight in another important way, however: by 
making sure that the congregation’s resources are protected and cared for, and that the 
ministry stays congruent with its mission, vision, and values. Towards this end, the board 
will create oversight policies that set the standard for the congregation’s life and work, 
and by establishing the parameters of behavior expected of paid and unpaid ministry 
leaders, as well as the guidelines by which ministries will be evaluated for 
effectiveness.
181
  
An informal way the board can monitor itself in its meetings regarding its 
oversight responsibility is through a no-staff huddle. After each meeting, the staff leave, 
and the members have a brief conversation about how the meeting went and any concerns 
they may have. Immediately after this conversation, the board chair or another designated 
leader briefs the pastor about any concerns or issues raised during the huddle, especially 
anything touching on the board’s relationship with the staff. The only agenda for the 
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huddle is board self-management: how is the board doing? Are there interpersonal 
tensions among board members that are impacting the board’s effectiveness or the 
congregation’s ministry?  
 
The Formation of Mission-Oriented Leaders 
Ministry and spirituality can never be separated. Prayer is not a preparation for 
work, but an indispensable condition for effective ministry. 
— Henri Nouwen, Creative Ministry 
 
The key to developing a mission-oriented governing board is by being as clear as 
possible about the board’s tasks and responsibilities, and about board members’ 
character. Leading with a governance model assists the board with being clear about its 
activities. The spiritual formation of board members attends to the issue of their character 
development. As individuals, we are curved in upon ourselves (Latin: incurvatus in se), 
preferring to attend to our own desires ahead of another’s. The apostle Paul illustrates this 
conundrum in his letter to the Romans: “For I do not understand my own actions. For I do 
not do what I want, but I do the very thing I hate. For I know that nothing good dwells 
within me, that is, in my flesh. I can will what is right, but I cannot do it. For I do not do 
the good I want, but the evil I do not want is what I do.” (Rom 7:15,18-19 NRSV). As 
individuals, spiritual formation begins to straighten us out, to help us look outside of 
ourselves and to see God at work in our lives, in the world around us, and in the neighbor 
we are called to serve. 
Not surprisingly, governing boards experience this same spiritual reality. Like the 
people who serve on them, boards can become curved in upon themselves. Boards that 
lead by management face the aforementioned organizational pressures toward this 
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orientation, as well as the spiritual ones inherent in each person. Therefore, one way for 
governing boards to resist this inward orientation and maximize their effectiveness is to 
lead through governance. By definition, governance begins outside the congregation (by 
being clear about it’s mission, the reason it exists), not inside. But a board must develop 
the discipline to avoid curving inward on itself. Carver observes that the most effective 
way to do this is for them to develop a taste for the grand expanse of the larger context.
182
 
This is what spiritual formation for the board accomplishes. It grounds leaders in this 
larger context-the story of God’s activity in the world and in the life of its members, and 
the role of the congregation in sharing that story with those who have not heard it yet. By 
providing fresh reminders and experiences of God’s presence in board members’ lives, 
the board helps cement this outward focus and mission.  
Moreover, board leadership can be draining. No matter how well structured, 
attending meetings takes energy; so does dealing with the tensions and conflict generated 
by members’ competing personalities, desires, and agendas, all while trying to discern 
and follow God’s direction for the ministry. Worse, our positions of power and authority 
may inhibit us from being honest, both in self-evaluation and in ministering to others. 
Knowledge can give us the illusion of expertise and power. Positions of apparent power 
and control over others are seductive because they tend to camouflage our own 
powerlessness and insecurities.
183
 Overseeing a congregation’s ministry is not easy.  
A regular rhythm of spiritual formation addresses these challenges. It grounds us 
in a realistic self-appraisal, helping us to remain humble and self-aware. It combats the 
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interior and exterior pressures that would deflect us from our identity as God’s children 
or our mission as God’s church. By accessing the power of the Holy Spirit through the 
spiritual disciplines, leaders can greatly increase their spiritual strength and stamina.
184
 It 
refreshes and refills us with the resources we need for faithful discipleship and effective 
ministry. In this final section, then, we will learn from the example of Jesus’ life and his 
interactions with the disciples, and discover how spiritual formation addresses these 
spiritual leadership challenges and enhances a board’s effectiveness. We will explore 
how to introduce spiritual formation experiences into the rhythm of a board’s ministry, 
and learn from the example of vital ministries in this country and in Africa. 
 
Jesus as our Model 
Jesus’ own life and ministry is a model for us. Jesus frequently went off by 
himself to pray (e.g., Mk 1:35; 6:46; Lk 5:16; 6:12). In addition, Jesus spent time with the 
disciples in order to help them grow as leaders. This training was not a “once and we’re 
done” sort of experience. In fact, the disciple’s frequent misunderstanding demonstrated 
their ongoing need for the spiritual formation. Jesus provided his friends what they 
needed, sometimes in order to give them new information that the crowds were not yet 
ready to receive.
185
 Other times, this formation corrected popular misunderstandings 
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about him,
186
 or took them deeper into specific topics like forgiveness and humility,
187
 or 
helped clarify their role and purpose as disciples.
188
 
These needs are not unique to the disciples’ leadership in the first century, leaders 
in every generation profit by reflecting on these issues. Although they may participate 
with other parishioners in their congregation’s usual spiritual formation activities, leaders 
enjoy an added benefit when they experience these activities with their peers. The 
example of Alcoholics Anonymous is an apt parallel. Those who attend these groups will 
be able to support someone battling an addiction differently than someone not affiliated 
with the recovery movement. Moreover, in a group, members are free to be honest and 
transparent with what is happening in their recovery, trusting in the group’s commitment 
to confidentiality. They can “speak the truth in love” to one another with a credibility that 
others outside the recovery community lack. 
In the same way, those in leadership roles benefit from the opportunity for 
ongoing spiritual formation as a group, as leaders on the governing board. Their shared 
leadership experience binds them together. They can be honest with one another, trusting 
in their commitment to each other.
189
 They can support one another and be supported in 
their ministry in a way that an outsider cannot. Underlying tensions that may develop 
because of board business or the pressures of ministry may be resolved or lessened by 
attention to board members’ spirituality. Finally, there are areas of personal and corporate 
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growth that may develop from time spent in board spiritual formation that might not 
occur otherwise if the leadership focus is simply on leadership skills training and group 
dynamics.
190
 
Some board members will argue that the board is too busy with the work of the 
church for time spent in spiritual formation. If that is true, then perhaps the congregation 
has been taught (through deeds, if not in words) that activities are more important than 
spirituality. If a church has become overextended with programming, it is time to reassess 
the priorities of the body, as well as the leadership.
191
 One of the important 
responsibilities of governing board members is to serve as a role model for spiritual 
development. If the members of the body do not see the leaders involved in the search for 
spiritual meaning, they may not value it themselves.
192
 The apostles frequently spent time 
alone with Jesus.193 Prayer, meeting human need, fellowship meals, and lessons on 
spirituality were part of their life together. Board leaders cannot be a “Martha,” involved 
in ministry activity all the time; they need to embrace “Mary” as well and sit at Jesus’ 
feet for a spell. 
 
Experiencing Spiritual Formation 
Before we can dive into how a board becomes involved in spiritual formation, we 
must begin with the most basic questions: what is spiritual formation, and what activities 
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constitute it? Put simply, spiritual formation is becoming like Christ. It is to be his 
apprentices, alive in the power of God, learning to do all he said to do, leading others into 
apprenticeship to him, and teaching them how to do everything he said.
194
 The best way 
to become like Jesus is to live as he lived, and be as he was. Dallas Willard calls this “the 
secret of the easy yoke.”195 To accomplish this, we must spend time with him. We can 
use the various spiritual disciplines to be in his presence, spiritually, and to be open to 
God’s transformative power through the ongoing work of the Holy Spirit. Foster explains 
“the disciplines allow us to place ourselves before God so that he can transform us.”196 
Henri Nouwen suggests that we must “create a space in which God can act.”197 
John Ortberg describes a spiritual discipline as “any activity that can help me gain 
power to live as Jesus taught and modeled it.”198 In his book, Celebration of Discipline, 
Richard J. Foster divides the disciplines into three categories: inward disciplines 
(meditation, prayer, fasting, and study), outward disciplines (simplicity, solitude, 
submission, and service), and corporate disciplines (confession, worship, guidance, and 
celebration). Dallas Willard divides the disciplines into two classes: disciplines of 
abstinence (solitude, silence, fasting, frugality, chastity, secrecy, and sacrifice) and 
disciplines of engagement (study, worship, celebration, service, prayer, fellowship, 
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confession, and submission).
199
 Other writers categorize as many as 60 other activities as 
disciplines, including more specific types of prayer, detachment, journaling, dialogue, 
witness, stewardship, and listening.
200
 
It is important to remember that some disciplines will appeal more than others 
based on one’s temperament and circumstances. Some will be more effective in a group 
setting, while others will be valuable for individual board members to pursue between 
meetings. A good starting place might be to focus on inward practices like prayer and 
Bible study, coupled with outward ones like confession and worship.
201
 The ancient form 
of lectio divina (sacred reading) combining reading scripture, meditation, prayer, and 
contemplation could be especially fruitful.
202
 As boards become more comfortable, they 
can introduce other disciplines into their work and life. Let us turn next to a brief 
overview of these particular disciplines. 
 
Prayer 
Prayer can take many forms; Calhoun lists several: breath prayer, centering 
prayer, contemplative prayer, conversational prayer, fixed-hour prayer, intercessory 
prayer, labyrinth prayer, scripture prayer, and recollection prayer.
203
 At its core, prayer is 
a relationship, a personal communion and ongoing dialogue with the living God. It is the 
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meeting place where we draw near to God to receive his grace, to release our burdens and 
fears, and to be honest with God.
204
 The chief purpose behind this ongoing conversation, 
according to Foster, is to change us. Whatever else we might communicate to God, our 
prayers are the primary tool through which God transforms us.
205
 Regardless of our 
perceived ability or skill with prayer, God meets us where we are, and slowly moves us 
along into deeper things.
206
  
 
Bible Study 
In the spiritual discipline of Bible study we engage our minds with the written 
word of Scripture (or with material about God’s word) in order to replace old, self-
destructive habits with new life-giving ones.
207
 What we study determines the kind of 
habits that are formed, which is why Paul urges us to focus on things that are true, 
honorable, just, pure, lovely and gracious (Phil 4:8). Study involves repetition, 
concentration, comprehension, and reflection.
208
 Rather than some rote, mechanistic 
process, Ortberg observes, “the goal is not for us to get through the scriptures. The goal is 
to get the scriptures through us.”209 One of the greatest benefits of studying God’s word is 
that it increases our faith, as it penetrates our heart, mind and soul.
210
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Foster reminds us that we can also profitably study what he calls the “nonverbal 
books” in our lives. One place to start is nature. God’s handiwork can speak to us and 
teach us if we will listen. We can learn from interpersonal relationships, from the story of 
our lives and those things that control us, and from the institutions and cultures of the 
world that shape us.
211
 We study in order to see the many ways God is at work around us 
and within us. This insight empowers us to be ministers of Jesus’ reconciliation (2 Cor 
5:18-20), naming sin and communicating God’s forgiveness to all. 
 
Confession 
At the heart of God is the desire to give and to forgive. Therefore, he set into 
motion the redemptive process that culminated in the cross and was confirmed in the 
resurrection.
212
 Confession is our entry point into that redemptive process. As we lay our 
sins at Jesus’ feet, a great exchange occurs. Jesus takes on our brokenness and gives us 
his righteousness instead (2 Cor 5:21). Without the cross, the discipline of confession 
would only be a psychological experience. However, it is so much more: it involves both 
an objective change in our relationship with God and a subjective change in us. It is a 
means of healing and transforming the inner spirit.
213
 
Confession also has a corporate dimension. As we are vulnerable to each other, 
confessing to one another (Jas 5:16), it builds community, enables deep fellowship, and 
                                                        
211
 Foster, 73-75. 
212
 Ibid., 143. 
213
 Ibid., 144. 
85 
 
encourages restitution among believers.
214
 Confession is not just about telling the truth, it 
also involves acknowledging the pain of the people we have hurt and our intention to 
change.
215
 When we express sin to another person, it loses its power over us. In the 
process, we experience the cross of Jesus as our rescue and salvation.
216
 
 
Worship 
To worship is to experience the divine Reality, to touch the divine Life. It is to 
feel, to know, to experience the resurrected Christ in the midst of the gathered 
community. Unlike the divine-human relationship depicted in many other ancient 
cultures, ours is a God who seeks us out, drawing us into relationship. God sought out 
Adam and Eve in the Garden (Gen 3:8-9). God chose Noah and his family to continue the 
human race (Gen 6:8). God sought out Abraham and Sarah to be the beginning of a new 
nation that would be a light to the entire world (Gen 12:1). God is like the extravagant 
father who bucks convention and goes out to embrace two wayward sons to welcome 
them home (Lk 15:11-32). Worship is the human response to that deep, compassionate 
divine love that flows so unconditionally from the heart of our Heavenly Father.
217
 
Although God’s love is unconditional, it is also jealous, despising when human 
affection drifts towards other gods. From the onset of God’s relationship with Israel, God 
unequivocally declares: “You shall have no other gods before me” (Ex 20:3 ESV). Jesus 
affirms this in his own wilderness encounter with the Devil: “You shall worship the Lord 
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your God, and him only shall you serve.” (Mt 4:10 ESV). The history of our relationship 
with God throughout the Bible to the present day suggests that we struggle with the gap 
between what we should do and how we actually live. A.W. Tozer says, “The essence of 
idolatry is the entertainment of thoughts about God that are unworthy of him.”218 
When we worship, though, we fill our minds and hearts with thoughts that are 
worthy of God: wonder at Jesus, the detailed actions and words of his earthly life, his trial 
and death on the cross, his resurrection, and his work as ascended intercessor. As we 
worship, our lives are filled with his goodness.
219
 Worship is a spiritual discipline 
because it puts us in God’s presence so He can change us. It propels us toward greater 
obedience, deeper compassion for others, and it compels us to release our resentments.
220
 
 
Lectio Divina 
The Eastern Desert Father John Cassian introduced the ancient practice of lectio 
divina (sacred reading) to the West early in the fifth century. The writings of Origen, 
Jerome, Ambrose, Augustine, and Gregory all give witness to a kind of reading of 
Scripture that we call lectio.
221
 This approach combines the disciplines of study, prayer, 
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and meditation into a powerful method that, when consistently applied, can revolutionize 
one’s spiritual life.222 
Sacred reading consists of four elements. One begins with reading (lectio) by 
preparing oneself through a calm and tranquil state of mind.
223
 An example would be 
sitting quietly in silence and reciting a prayer inviting the Holy Spirit to guide your 
reading. Following the preparation, the first movement of lectio is a slow, gradual reading 
of the scriptural passage, repeated several times. There is a lengthy silence between each 
repetition, and one might read the passage in a variety of Bible translations. Although 
lectio involves reading, it is less a practice of reading (like one might read a book or a 
newspaper), than of listening to the inner message of the Scripture delivered through the 
Holy Spirit.
224
 It does not seek information, but rather connection with God. 
The next step is meditation (meditatio), spending a few minutes reflecting on a 
word or a phrase of the text that somehow plucks our heartstrings and evokes a resonance 
within us. We ponder God’s word, reflecting, and letting it seep into our mind. That word 
or phrase may cause us to remember other biblical passages where that same word 
possessed a special message for us; thus the process of meditation begins and progresses 
forward. It is not meant to be a theological or exegetical analysis of the passage, but an 
opportunity to assimilate the word of God, to allow it to become more and more a part of 
our hearts.
225
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The next step is prayer (oratio), an essential goal of lectio. This prayer, though, is 
specifically related to the two prior movements. It is the fruit of meditation, and it is the 
way we internalize what God has spoken to us though this passage.
226
 This divine reading 
is intended to open us to the voice of God speaking to the Church, speaking to each of us. 
All too often our prayers begin with our concerns being raised to God. Conversely, lectio 
takes for granted that we begin by first listening to God speak to us; then after we have 
heard God speak, we respond. Sometimes we respond with a word thanking and blessing 
God for the divine goodness showered upon us. Other times we respond with an 
acknowledgment of our weakness and sinfulness. And yet other times God’s word 
reveals to us our previously unknown needs of which we have now become all too aware. 
In this process, the word of God itself teaches us to pray, shows us what our greatest 
needs are, and opens us to the mysterious transforming power that reveals to us our 
deepest longings and desires. Through the regular practice of prayer our hearts are made 
ready to hear what God is saying.
227
 
The last step is contemplation (contemplatio). For many, this will be the most 
difficult part since it consists of silence and yielding in the presence of God.
228
 
Contemplation enables us to enter more deeply into communion with God. Here, we 
come to know the deepest truths of our existence: the infinite love God has for us, the 
radical call of the gospel, the wisdom God has planted in creation, the power of sin in 
human life, and the ongoing salvation of God in our lives. Realizing some of these truths, 
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we respond in awe, thanksgiving, praise, and repentance. True contemplation will often 
reveal both the light and the darkness of our human existence. This draws us to a fuller 
recognition of our life’s goal and moves us toward it.229 
Regularly practicing lectio cultivates a spiritual outlook of trust, receptivity, 
expectation, worship, and intimacy with God.
230
 It engages the entire person, from the 
physical to the psychological to the inward spiritual center of our being. Given the 
stresses and demands placed on governing boards, practicing lectio will deepen their 
relationship with God and each other, and strengthen their missional outlook. 
 
Incorporating Spiritual Disciplines 
A discipline for the spiritual life is nothing but an endeavor undertaken to bring us 
into a closer relationship with Christ and his kingdom.
231
 The purpose behind this brief 
look at the more popular spiritual disciplines is to begin to demonstrate the work they do 
in the life of the believer and the community and how that might impact the governing 
board’s effectiveness. When practiced faithfully, all of these disciplines have the 
potential to transform the board and the entire congregation.  
How, then, might a board implement spiritual disciplines into its work? Foster 
observes about prayer that we ought not wait to do it until we feel like it. Prayer is like 
any other work; we may not feel like doing it, but once we have been at it for a bit, we 
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begin to feel like working.
232
 The same principle applies to all of the spiritual disciplines: 
if we wait to start until we feel like it, we may never begin. Instead, we can take a page 
from the apparel maker, Nike: “Just do it!” The way to begin is to begin. Launch the 
practice of the spiritual disciplines as yearlong experiment. Include teaching time to 
introduce the idea in several meetings and/or at an annual board retreat prior to the 
launch. Bring in as a guest speaker a colleague or a local spiritual director. Lead a Sunday 
morning or weekday class on the use of spiritual disciplines. Change the devotional 
pattern at the board meeting using the model found in Appendix A: Governing Board 
Resources. 
Beginning this practice as a board leads to new ways of experiencing Jesus, and 
as a result, relationships mature. A deeper practice of prayer opens the door to a stronger 
confidence in God’s leading into a future that often seems unclear and risky. A deeper 
practice of Bible study leads to greater understanding of and obedience to the mission 
God has for the congregation. A deeper practice of confession unites the board in a spirit 
of humility and transparency that defuses conflict, depolarizes cliques, and promotes an 
active and enthusiastic engagement in their work. A deeper practice of worship allows 
board members to recognize more fully God’s activity in the life of the congregation, and 
to draw renewed strength for the journey that is before them.  
 
Learning from Other Vibrant Ministries 
These benefits are not simply theoretical; they are what church governing boards 
in this country and in Africa experience everyday. This is true of vital congregations 
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across denominational lines in the United States. The governing boards at Christ 
Lutheran Church (Pastor Brian Malison), Emmanuel Lutheran Church (Pastor Ed 
Krueger), Resurrection Lutheran Church (Pastor Don Haven), Riverpark Bible Church 
(Pastor George Posthumus), St. John’s Lutheran Church (Pastor Brian Hughes), and The 
Well Community Church (Pastor Brad Bell) each lead according to a governance model 
and intentionally use a variety of spiritual disciplines during their meetings.
233
 Some 
make decisions using the discipline of discernment rather than with votes according to 
Robert’s Rules of Order.234 All include extended time for prayer and study in their 
meetings; using books, articles, and video- and DVD-based presentations to improve 
their ministry or to strengthen the ministry of the congregation. Two of the 
aforementioned boards schedule separate sessions apart from the usual monthly business 
meeting, to allow ample, undivided attention for study and prayer.
235
 
Three of these boards are also very intentional about how board members are 
chosen. For St. John’s Lutheran, the Council functions as a Nominating Committee, 
recruiting potential board members according to certain criteria: Are they involved in 
ministry? Are they participating in Bible study? Can they work positively with other 
people? Do they support the congregation’s ministry? Do they demonstrate a desire to 
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grow in their faith?
236
 At Christ Lutheran, board members must participate in a Spiritual 
Leadership class before being approached to serve. The congregation affirms (but does 
not “elect”) at the next annual meeting those the Nominating Committee has selected to 
serve.
237
 At the Well, the current elders recruit potential new elders, who serve as 
advisors and participate in board meetings for a year. At the end of this term, the elders 
and pastor interview them, and the congregation elects those recommended.
238
 
Although the ministry context is quite different, this style of board leadership and 
effective church governance is found in the Lutheran Church of Rwanda (LCR), a vital 
church community in Africa. Pastor John Rutsindintwarane, General Secretary of the 
LCR, attributes their missional vibrancy to their intentional use of spiritual formation for 
their board members, and a specific focus in their meetings on big picture ministry issues 
rather than the daily minutiae of managing ministry.
239
  
At a minimum, board members are involved with spiritual disciplines of Bible 
study, service, and worship. The board adopts other disciplines depending on the issues 
on the agenda. Pastor John's description of the board’s focus and leadership mirrors a 
governance model. A large percentage of time is spent on the main goal of meeting the 
spiritual, emotional, and social needs of the people inside and outside of the church, and 
pursuing those activities that empower continued growth.  
It should be noted that one element of their outreach success is about the cultural 
space the LCR inhabits in Rwanda. Since the Church was established after the genocide, 
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the community does not perceive it as having taken sides in that conflict. This neutrality 
sets them apart from other preexisting church communities, and positions them to 
minister effectively to all people, regardless of ethnic background. Pastor John indicated 
that while this cultural position is an advantage in their initial outreach, the Church’s 
ongoing success at retaining and growing members as disciples over the long term can be 
attributed to the actions of the board and the spiritual formation of its members.
240
 
For six years, American Susan Rakoczy served as a teacher and staff member at 
the Centre for Spiritual Renewal, a Roman Catholic retreat and adult spiritual formation 
center in Kumasi, Ghana. As she was preparing to leave the country at the end of her 
ministry, the lay-leaders thanked her for “helping us to be ourselves, our real African 
selves.”241 It was evident from their experience of spiritual formation that they were 
claiming their self-identity as beloved children of God and claiming the power that flows 
from it for ministry. This formation had empowered them to be instruments of the Holy 
Spirit, agents of divine reconciliation and renewed their ministry to the community.
242
 
Regardless of culture and context, this is the goal of spiritual formation of leaders. 
It allows us to see ourselves as Jesus does: as both sinner, curved in upon ourselves, and 
as beloved child of God, worthy of healing. Spiritual formation helps us realize we 
cannot save ourselves or make things better by our own effort, and that we need the 
redemptive healing God provides through Jesus’ life, death, and resurrection. It provides 
the well of healing waters from which we can drink deeply, gaining access to the power 
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of the Holy Spirit. It empowers the creation of a healthy, authentic community that 
mediates God’s presence in the world, a community that is empowered for effective 
ministry to draw those outside the faith into a life of faith, formation, and service, 
continuing the cycle for the next generation.  
 
Summary 
Spiritual formation, when coupled with a governance model of board leadership 
gives congregations a potent combination of vital spiritual and organizational practices 
that will bring out the best from leaders and the boards on which they serve. By 
themselves, best business practices lack the spiritual foundation to overcome the 
corporate values inherent in them, revealing them as incapable of accomplishing the goal 
of increasing ministry effectiveness. Strategies associated with church member initiation 
and congregational renewal only take us so far as well. Just as good business practices 
can increase (but not achieve) ministry effectiveness, these strategies will help improve a 
congregation’s ministry. Ultimately, however, they only indirectly affect a congregation’s 
leadership, and they do little for board members’ ongoing spiritual formation.  
The artifact proposed in Sections Four and Five is a non-fiction handbook that 
illustrates the need for a governance model for board leadership and provides one 
possible model for the board’s intentional spiritual formation. It also includes resources 
for a group that wishes to reformat their meeting agenda according to principles 
associated with governance, as well as other print and online resources that might help 
them think through the changes envisioned by such a fundamental leadership paradigm 
shift. 
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SECTION 4  
ARTIFACT DESCRIPTION 
 
The desire behind this dissertation is twofold: first, to suggest a way leaders can 
increase the effectiveness of their governing board; and second, to provide a resource for 
pastors and church leaders that responds to the identified shortcomings. It seems prudent 
to help congregations name their challenges and to provide practical support that can 
make a positive difference. Food for the Journey is offered as one such resource for 
congregational leaders wishing to improve the way in which they conduct church 
business. 
This handbook contains several sections. The first outlines the role of the 
governing board based both on biblical precedent and twenty-first century missional 
needs. Whether novice or experienced, board members bring a variety of expectations to 
meetings. It will be helpful for everyone involved to have a common lens through which 
to view their work. In fact, this common ground may assist those responsible for 
recruiting new board members to do so in a way that builds group cohesion from the 
onset. 
The second section explores how the board will conduct its business. Frequently, 
board members bring with them one or more business competencies for which they were 
recruited. While valuable, these skills often come laden with secular values or goals that 
are less desirable when overseeing ministry. After exploring those competing values and 
why they are less helpful for a congregation’s ministry, the handbook will outline 
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alternative board practices based on historic spiritual practices that have guided the 
Church for over two millennia. 
The third section will provide devotional material for the board to use in meetings 
and while on retreat. As Charles Olsen observes, the work of the governing board is 
really “worshipful work” in the spirit of the monastic communities that integrated the 
daily prayer services throughout their everyday tasks.
243
 Whatever our activity, the 
church is about the “business” of forming its participants spiritually, shaping them more 
and more into the likeness of Christ.
244
 Congregations that adopt these spiritual activities 
during meetings indicate that meetings are more productive, participants leave refreshed 
and renewed, and the board members develop a deep sense of community, which 
strengthens their overall mission.
245
 The handbook ends with a resource list for boards 
that wish to go deeper with one or more of these three sections. 
                                                        
243
 Charles M. Olsen, Transforming Church Boards into Communities of Spiritual Leaders 
(Washington, D.C.: Alban Institute, 1995), 4, 7. 
244
 For instance, Eph 4:15-16,20-25; Rom 8:29; 2 Cor 3:18; Col 3:9-10. 
245
 Olsen, 3. 
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SECTION 5  
ARTIFACT SPECIFICATION 
 
505 W. Sierra Avenue  
Clovis, CA 93612 
559.708.8975  
akaaschoo@gmail.com 
 
19 July 2013 
Dear Editor, 
 
My name is Allen Schoonover. I am a Lutheran pastor and a Doctor of Ministry 
student in Leadership and Spiritual Formation at George Fox Seminary. My twenty-three 
years of ministry experience has helped me realize that church governing board members 
need as much spiritual support as possible so they can be effective in their ministry of 
leadership. It’s not enough to give them a Bible and the latest edition of Roberts Rules of 
Order; they deserve ongoing nurture and spiritual grounding. However, as a pastor I have 
struggled to provide such support; thus, my post-graduate work at George Fox Seminary.  
 
I propose to write a 20,000 word handbook a governing board can use. Governing 
board members need to be the “spiritual redwoods” of the congregation. They need to 
understand that their role as a board is distinct from other secular business organizations. 
Accordingly, they deserve a resource that will help them discover their unique role, the 
variety of effective board behaviors, and sufficient devotional activities that engage the 
spiritual aspects of their leadership. The board should be more than just a disconnected 
group of folks; indeed, they should become a safe, healthy, vibrant community in tune 
with God, and supportive of each other in their faith journey. The working title of this 
book is “Food for the Journey: A Handbook for the Care and Feeding of Church Board 
Members.” I believe it will soon become an invaluable resource for pastors and lay 
leaders as they grow in their faith and in their leadership role. 
 
Thank you in advance for considering this book proposal. Please don’t hesitate to 
contact me if you have any questions about the intended book. I look forward to hearing 
from you at your earliest convenience. 
 
Sincerely, 
 
Allen Schoonover 
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NON-FICTION BOOK PROPOSAL 
 
Title:  
Food for the Journey: A Handbook for the Care and Feeding of Church Governing 
Board Members. 
 
Author:  
Allen Schoonover 
505 W. Sierra Avenue 
Clovis, CA 93612 
(559) 708-8975 
akaaschoo@gmail.com 
 
Hook:  
Every month, 10-20 people gather in church conference rooms around the country 
and wonder silently (and occasionally, aloud) why they agreed to serve on the governing 
board. What is touted as an opportunity to serve in an important position of leadership 
often degrades over the course of the year into hundreds of hours of meetings that, in 
retrospect, accomplish little except antagonizing the participants and frustrating the 
congregation. This handbook will assist boards in avoiding such an outcome.  
 
Overview:  
This handbook will apply both practical insights and spiritual formation activities 
from the missionally vibrant first-century church into the life of a twenty-first century 
governing board. It will help boards avoid wasted energy, misdirected activities, and the 
resulting burnout. Further, it will help promote a sense of community for the board and 
increased mission vitality for the congregation it is overseeing. 
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Purpose: 
 Provide insight from early Church on the role and focus of effective governing 
boards. 
 
 Provide guidance on managing board expectations and specific effective activities 
for regular meetings and retreats. 
 
 
 Provide palette of spiritual growth exercises for community building. 
 Provide opportunity for community spiritual direction and discernment in 
decision-making processes. 
 
Promotion and Marketing: 
I would expect to market this book via social media outlets (Facebook, Twitter, 
Google+ etc.), in Christian publications (Leadership Magazine, Christian Century, 
dialog, etc.), and through resource displays at Lutheran (ELCA, LCMC, NALC and LC-
MS) gatherings. 
 
Competition: 
I have not found other books with the same purpose as this one. There are two 
devotionals, both written by Rochelle Melander and Harold Eppley and published in 
1998 by Augsburg Fortress Publishing House (Minneapolis, Minnesota). The first is 
Growing Together: Spiritual Exercises for Church Committees. The second is 
Community Builders: 50 Exercises for Church Groups. Reviewing the tables of content 
reveals that they are essentially the same book, only marketed to different audiences (the 
first, to committees; the second, as part of a small group ministry series).  
Two other books are more oriented toward changing the culture of a 
congregation’s committee or board than as a devotional resource. The first is Roberta 
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Hestenes’ Turning Committees into Communities (Colorado Springs: Navpress, 1991). 
The second is Transforming Church Boards into Communities of Spiritual Leaders 
(Washington D.C., The Alban Institute, 1996) by Charles M. Olsen.  
 
Uniqueness: 
This handbook would bring together into a single volume insights and resources 
currently available from a variety of sources. 
 
Endorsements: 
I will solicit endorsements from Bill Easum and Tom Bandy, two authors who 
first pointed me toward the connection between spiritual formation and organizational 
effectiveness.  
 
Chapter Outline: 
The first chapter will outline the role of the governing board based both on 
biblical precedent and 21st century missional needs. Whether novice or experienced, 
board members bring a variety of expectations to meetings. It will be helpful for 
everyone involved to have a common lens through which to view his or her work. In fact, 
this common ground may assist those responsible for recruiting new board members to 
do so in a way that builds group cohesion from the onset. 
The second chapter will explore how the board conducts its business. Frequently, 
board members bring with them one or more business competencies for which they were 
recruited. While valuable, these skills often come laden with secular values or goals that 
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are less desirable when overseeing ministry. After exploring those competing values and 
why they are less helpful for a congregation’s ministry, the handbook will outline 
alternative board practices based on historic spiritual practices that have guided the 
Church for over two millennia. 
The third chapter will provide devotional material for the board to use in meetings 
and while on retreat. Whatever our activity, the church is about the “business” of forming 
its participants spiritually, shaping them more and more into the likeness of Christ. The 
handbook ends with a resource list for boards that wish to go deeper with one or more of 
these three sections. 
 
Intended Readers:  
Primary: Pastors and lay leaders in a congregation. 
Secondary: Adjudicatory and regional leaders seeking resources for 
congregations under their charge. 
 
Author Biography: 
The author earned his Bachelor’s degree from St. Olaf College and a Master of 
Divinity degree from Luther Seminary. He is a member of the Society of the Holy Trinity, 
an international, pan-Lutheran association of pastors dedicated to personal spiritual 
growth and congregational renewal. He also participates with the Advanced Leadership 
Forum sponsored by Bill Easum and Bill Tenny-Brittian. Since 1989 he has pastored five 
Lutheran churches in northern California, including both small and large membership 
congregations. He resides in Clovis, California with his wife, Karen, their two children, 
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Abby and Amy, an independent, aloof cat named Boo, and an exuberantly affectionate 
Labradoodle named Bella. 
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SECTION SIX 
POSTSCRIPT 
 
Writing this dissertation has been an intense experience. The author began with a 
clear thesis: a congregation’s mission vitality is improved through the intentional spiritual 
formation of its governing board. Neither the world’s best business practices nor the 
models of success offered by the most current trend of mega-churches are enough. The 
artifact was going to be a devotional resource for boards that would introduce the 
members to the variety of available spiritual disciplines they could experience during 
regular meetings and occasional retreats. 
Through the process of doing the research, writing the dissertation and discussing 
it with the advisers, the thesis changed; as a result, both the written statement and artifact 
improved. The process of intentional spiritual formation for the board, coupled with the 
strengths of the alternate solutions explored in Section Two-specifically, Easum and 
Bandy’s permission giving ministry culture, and Schwartz’s emphasis on church health 
and his metrics surrounding the eight quality characteristics-and the board governance 
model of leadership provide a complementary and mutually enhancing method of 
grounding board members in their faith and in the essential mission of the church.  
The shortcomings of spiritual formation of congregation members that the leaders 
at Willow Creek Community Church expressed in their reports
246
 suggest that additional 
work remains on more effective ways of making disciples in congregations. Future 
                                                        
246
 Greg L. Hawkins, Cally Parkinson, Eric Arnson, and Bill Hybels. Reveal: Where Are You? 
Barrington: Willow Creek Resources, 2007; and Greg L. Hawkins and Cally Parkinson, Move: What 1,000 
Churches Reveal About Spiritual Growth. Grand Rapids: Zondervan, 2011. 
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dissertations might also explore the metrics used for choosing leaders in congregations. 
This dissertation acknowledged that character development is a key behind developing 
mission-oriented boards. However, an author could do fruitful work on the desirable 
personal and spiritual characteristics for board leaders. The ministry problem illustrated 
by the story of Pastor Mary is one that the author has faced to a greater or lesser degree 
his entire ministry, though it is certainly not unique to the Lutheran church. The entire 
Christian community would benefit from scholarly attention in these areas. 
In the future, the artifact could easily be expanded into a publishable book-length 
resource, or developed into an interactive online resource. The author is especially 
intrigued by that option, as it could offer the greatest ease of disseminating material. 
Perhaps more importantly, a web-oriented resource could initiate an ongoing 
conversation on what other leaders have found useful, and any additional resources 
boards might appreciate. Most of the author’s experience has been with the spiritual 
formation of individuals, so additional study and experience with group spiritual 
formation would be helpful. 
The author is grateful for the support and feedback received from faculty in the 
DMin program at George Fox during the coursework phase of the program, and from his 
dissertation adviser, Phil Carnes and expert adviser, Hope Lyda during the dissertation 
phase. They were invaluable in helping to sharpen the author’s scattered thoughts and 
unclear argument. Charlie Kamilos provided incredible and timely assistance, tracking 
down relevant resources and the original sources behind obscure quotes. 
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APPENDIX A 
BOARD RESOURCES 
 
A1. Council Agenda Comparison (Management versus Governance) 
 
 
Management-Based Council Agenda 
 
 
President calls the meeting to order   
Prayer for members of Immanuel who August birthdays  
The minutes of the previous meetings/correspondence Secretary 
Devotions  
Building Report Trustee 
President’s Report 
 Interim Pastor Search 
 Review of Terms of Council Members 
The Financial Secretary’s Report  
The Treasurer’s Report   
1. Approval of the warrants. 
Sunday School Report Superintendent 
Women’s Ministries Report Women’s Ministry President 
Men’s Ministries Report Men’s Ministry President 
Trustee’s Report Lead Trustee 
Youth and Family Report Youth Minister 
Personnel Report President 
Stewardship Report Vice President 
Deacon’s Report Lead Deacon 
Nominating Committee Report President 
Old Business: 
New Business: 
Adjournment 
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Model Governance-Based Council Agenda 
 
Opening Devotions / Prayers 
The Deacon offers a devotion to help set the tone for the meeting 
and to strengthen us as leaders at Immanuel. As a group, we also 
pray for those celebrating birthdays this month, and for any other 
needs of which we may be aware. 
 
 
Group 
Member 
45m 
Correspondence 
 
 
Secretary 5m 
Consent Agenda 
Council minutes from previous meeting(s); staff reports; 
committee reports; reports from other task groups, as well as the 
financial reports. These are emailed to the Council ahead of time 
and “approved” as a group. However, items can be pulled from 
here and added to either the Discussion or Action Item section 
below as appropriate. 
 
 
President 5m 
Approve Agenda 
 
 
President 5m 
Discussion Agenda 
Items pulled from Consent agenda for discussion end up here. 
 
1. Missing Member Report 
2. Update on Dreaming God’s Dream teams 
3. Review Church Calendar (Jun-Aug 2013) 
4. Others? 
 
 
 
 
Staff 
Pastor 
Group 
 
20m 
 
Action Agenda 
What decisions do we have to make at our meeting tonight that 
only we can make? 
 
1. Confirm Semi-Annual meeting date and agenda items 
2. Call Committee Candidate Recommendation and 
Compensation Package 
3. Others? 
 
 
 
 
President 
President 
 
30m 
Executive Session (if needed) 
 
  
Closing Prayer Group  
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A2. Model Council Devotional 
 
Devotion Theme 
 
Journaling Prompt  
Related to day’s devotional theme. Group members have a chance to do this at home prior to 
the meeting. SOAP format as another journaling option. 
 
 
Gathering (10m) 
Silence as Christ candle is lit 
Invocation 
Break into prayer partners 
 Share Highs and lows from the week 
 Share Prayer any concerns with each other 
 Have opportunity for each person to pray for the other 
 
 
Word (20m) 
Reading 
Discussion Questions 
Reflection 
Lectio option 
 
 
Prayer (15m) 
Solicit prayer concerns from gathering time 
Bring to the group prayer concerns known throughout the congregation 
Prayer time for these concerns, and other needs known in the congregation (from Sunday 
worship or the prayer chain), and regular intercessory prayers for a portion of the 
congregation (for instance, for everyone with a baptismal birthday during that month). 
End with Lord’s Prayer 
Alternate Prayer options 
 
The above outline is one possible format for devotions that a Council (or a 
committee, ministry team, or task group) might use. The flow would work with any Scripture 
passage, although I have provided several suggested passages for consideration. Although 
they are grouped into several categories, both the groupings and the categories themselves 
are somewhat arbitrary. I have tried to incorporate several different spiritual disciplines in 
each session. It isn’t crucial that leaders use all of them each time. Consider the choices a 
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smorgasbord of options with which you can build the spiritual formation experience that will 
best fit your group. In fact, if the needs of the Council suggest a different activity, listen to 
the Holy Spirit and run with it. The time designations for each section are approximate and 
can be adjusted to fit your context; however, do not shorten the overall length of devotions 
significantly. The intent for this time is to provide an intentional period for the spiritual 
formation of group members as leaders, in order to support them in their role and 
responsibilities. 
The devotion begins with a one-sentence theme based on the Scripture passage that 
can help you decide if that devotion would be useful for your meeting. Of course, the 
underlying passage may very well suggest another theme to you. If that fits your context 
better, go with it! As you adjust the theme, you may also choose to change other content of 
the devotional-for instance, the journaling prompt, the discussion questions, or the reflection.  
Next, you will find a “prompt” that group members can use as a starting point for 
journaling prior to the meeting. Included with the prompt is one option for doing a journal, 
based on the Life Journal process publicized by Pastor Wayne Cordeiro and the folks at New 
Hope Christian Fellowship in Oahu, Hawaii (www.lifejournal.cc). Using the acronym, 
SOAP, members can read the passage and pick out the one Scripture verse through which 
God speaks to them. From that, they can share an Observation that God gives them, as well 
as an Application for their life that God reveals. Finally, they can write our a Prayer based on 
the observation and application You might invite group members to bring their journal page 
with them, and build the prayer time for the meeting around the prayers that they have 
written. 
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I encourage you to light a candle to mark the beginning of your devotion time 
together. Rituals and symbols are powerful, and the lighted candle represents Christ’s light in 
our midst of the meeting. It also serves as a reminder that we are called to be a light radiating 
Jesus’ love and forgiveness in the world. Our work as a group should do the same thing-both 
internally, as we work together in the meeting, and externally as we implement the decisions 
made at the meeting. 
The silence is another spiritual discipline; in our busy, noisy world, we need to do a 
better job giving space for silence and listening to/for God. Our work as a group is not just 
about marshaling our insights and wisdom, it is also about responding to God’s guidance. 
Allowing for silence throughout the meeting is a helpful way to slow down and to attend to 
the Holy Spirit’s promptings. 
The invocation is a short theme-based, call and response style opening to involve the 
entire group. You can break the group into two sections by whatever means you would like. 
One person might take one part, while the rest of the group responds; or, the group can be 
divided by men taking one part and women the other, or by sides of the table. 
After this, the group breaks into prayer dyads or triads, ideally in groupings that last 
for the entire year. This is a helpful bonding time; however, local circumstances or customs 
may work against this. The key thing is for the prayer groups to share with each other and 
pray for each other. If you need to scatter to different parts of the room, or into different 
rooms, do what is necessary to give these groups space to work. If the prayer group wants, 
they will have an opportunity to share one or more of their prayer concerns at the end of the 
devotions as part of the group prayer time. 
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The next portion of devotions focuses on a Scripture reading-either the one printed in 
the devotion or one of your choosing. I have not printed the full text of the passage in the 
devotional resource. This will allow the leader to use the translation she or he prefers. If the 
leader chooses to use the Lectio option, then the group may experience even more 
translations. The spiritual discipline of Bible reading is crucial for the life of the Council and 
its members. So often, as one colleague of mine has said, “Put a spreadsheet in front of a 
group of businessmen, and they become businessmen.”247 We want members to exercise their 
business sense on the Council, but we need that sense to be tempered by a deep awareness of 
God and the mission of the Church. The usual Council meeting filled with financial reports 
and ministry reports must also be infused with a keen sense of what God is doing in and 
through the Church, so that the reports and numbers have a context to them. And so that 
Council members remember Who it is that is working through us. The intent behind the 
selected readings in the devotions, as well as the discussion questions and the reflection piece 
is to offer this “bigger picture” awareness to the Council. If it would help, the group might 
choose another option with the reading, a spiritual discipline called lectio divina (or “divine 
reading”). That process is described in the previous section, so no more needs to be said 
about that here. 
Group prayer forms the final portion of devotions. You can build this prayer time 
based on the prayers from member’s journals, or from the concerns gathered in the opening 
prayer time. You may also include prayer requests from Sunday worship or the 
congregation’s prayer chain. In one congregation I served, the Council prayed each month 
for the members of the church whose birthday fell in that month. You could do that, or pray 
                                                        
247
 Brad Bell, interview with author, November 1, 2012. 
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for specific members during the month of their baptismal birthday. Depending on the comfort 
and confidence level of the group, you might choose other prayer styles, like centering prayer 
or breath prayers.
248
 If you have access to one, invite members to walk a labyrinth. Some 
communities have traveling displays; other churches have fixed sites you can visit. If the 
Council or Congregation has a significant decision approaching, you might wish to have a 
time of fasting and prayer.
249
 
 
 
 
 
                                                        
248
 For more on these and other prayer suggestions, see Adele Ahlberg Calhoun, Spiritual Disciplines 
Handbook: Practices that Transform Us. Downers Grove: InterVarsity Press, 2005. 
249
 Calhoun, 281-282. 
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APPENDIX B 
ARTIFACT 
 
FOOD FOR THE JOURNEY: 
A HANDBOOK FOR THE CARE AND FEEDING 
OF CHURCH GOVERNING BOARD MEMBERS 
 
One Pastor’s Story 
Mary has been the pastor at First Lutheran Church for two years. She met with the 
Nominating Committee last night, and on the drive home she wondered how they were going 
to choose nominees for the governing board elections coming up at the annual meeting in six 
months. At first, the committee seemed interested in her recommendation of finding some 
“new blood” for the open positions. By the end of the meeting, however, it was clear that the 
members were content to take the path of least resistance and ask all the outgoing board 
members to run for another term.  
She wasn’t opposed to having people serve more than one term; in fact, she found 
that continuity to be helpful. However, she had been frustrated all year by the perspective 
expressed by some board members, a perspective wholly rooted in corporate business 
practices. Several were successful business people who brought their wisdom and experience 
to the group, and their efforts had improved many of the Board’s meeting practices. The 
President now sent out by email a printed agenda to each participant with supporting 
documents several days in advance of the meeting, giving members time to prepare. Board 
members with committee responsibilities were expected to send the secretary a paragraph 
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describing ministry activities in their area during the month. He forwarded that summary 
along with the agenda and other documents, so that the Board didn’t spend time hearing 
reports on each ministry area. As a result, the Board used their time more wisely and 
efficiently. Meetings that had previously lasted well over three hours now usually finished in 
less than two and a half hours.  
However, whenever the Board discussed a ministry issue, the default interpretive lens 
was “how does this affect our bottom line?” Mary quickly learned that “bottom line” was the 
congregation’s budget, and she became increasingly frustrated with this measuring stick. 
During the monthly Conference Pastor’s meeting, pastors often discussed how to administer 
their congregations more effectively. As they wrestled with this, she began to wonder 
whether the solution might be to recruit more spiritually mature board members. While it was 
helpful to have board members with business experience, she noticed how those with a 
deeper relationship with God viewed ministry matters through a different fundamental lens. 
These more mature believers were willing to try something new as long as it was congruent 
with and flowed from the church’s mission; that it might cost money didn’t automatically 
disqualify it from consideration. 
A few months after the Nominating Committee met, Mary attended her 
denomination’s annual assembly. Delegates from congregations throughout the region 
gathered to do the business of the Church at large, to enjoy fellowship with one another, to be 
fed spiritually through worship and Bible study, to attend workshops and to explore resource 
displays designed to strengthen a congregation’s ministry. As she wandered among the 
resource tables, she came across the display sponsored by the denomination’s publishing 
house. She found several books promising to revitalize a congregation’s leadership through 
114 
 
 
the application of best secular business practices that the authors had baptized for use within 
the church. Other books offered more overtly church-based approaches to increasing a 
congregation’s effectiveness by deepen a member’s relationship with God. In addition, 
representatives from the regional and national church hosted displays encouraged their own 
programs to revive a stagnant congregation. 
Mary could have easily spent several hundred dollars on more than two dozen books, 
as well as taken home several free packets of denominational material describing all the 
possible ways of improving her congregation’s ministry. In fact, she was a bit overwhelmed 
by all the options. She was almost as mystified trying to discern which approach to take as 
she was by the fundamental challenge she was trying to address. She knew the leadership at 
her church wouldn’t have the patience to try many different approaches. She realized she 
needed to spend some significant time in prayer and study in order to discern how she was 
going to move forward through this challenge. 
 
Introduction 
I belong to a tribe of Christians called “Lutherans” that has been doing church in a 
particular way for many years - not quite since brother Martin nailed that parchment to the 
Wittenburg Church door, but almost. Just because “we have always done it that way” doesn’t 
mean we shouldn’t occasionally take a step back and ask if there might be a better way to 
accomplish the mission Jesus has given us. How many times have you gone home from a 
Church Council
250
 meeting and wondered if you had accomplished anything important? I 
hope you have wrestled with that at some point; I know I have. What church leader hasn’t 
                                                        
250
 In our faith community, the governing board is called the Church (or Congregation) Council. I 
understand the governing board might be called a Vestry, Session, or Elder Board in another community. 
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wondered whether she or he could be more effective? I hope you have asked yourself that; I 
know I have, especially when there is a fire to put out because of a challenge that has arisen. 
Looking around at the Lutheran church in the United States, we’re facing a lot of challenges: 
an aging church population, shrinking congregational budgets, conflict between members 
holding differing theological perspectives on Scripture and ministry. We need spiritually 
mature, mission-oriented leaders who, like Esther, are “for just such a time as this” (Esther 
4:14). 
The dilemma expressed in the story of Pastor Mary above has been my leadership 
struggle for much of my twenty-five year ministry as a parish pastor in California. I have 
been blessed to serve congregations of varying sizes, one in a small rural community, 
another, in a suburb outside of San Francisco, and the rest in medium-sized cities in the 
Central Valley. In each one I have asked the question: “How do we raise up strong leaders 
able to face the challenges with which we are dealing?”  
To answer this leadership question, I believe church leaders need to do two things 
consistently and well. First, the Council needs to focus on the work that only it can do, and 
leave the rest to the committees, teams and task forces in the congregation. This means they 
need to be clear about what this work is, and they need to have in place the right 
organizational structures to maintain this separation of labor. Often, Councils function as a 
committee of the whole, making most (if not all) of the ministry decisions. In some cases, 
there may not be other teams in place, and so the Council assumes this role by default. This 
may work in a small congregation whose weekly worship attendance is fifty or less, but as 
the church grows larger the leadership structure needs to grow as well. Just as important, the 
specific role of the Council needs to change so it no longer does ministry (or tries to manage 
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it) but instead governs ministry. There is a more significant difference between these two 
approaches than simply my choice of words, and we’ll look at this in some depth in the next 
section. 
In other cases, Councils are motivated to function as a committee of the whole 
because it suffers from a case of “control-itis.” They believe it is their responsibility to make 
sure that everything is “done decently and in order” (1 Cor 14:40). This order is maintained 
by committees bringing their ideas to the Council for approval; however, the dynamic this 
establishes is very unhealthy. What committee wants to spend time running its ministry and 
proposing new ministry initiatives, only to have them shot down or sent back for revision . . . 
and not just once or twice, but regularly? That gets frustrating, it wastes time, and as a result 
the Council is inward oriented and reactive. By definition, though, they are the only group 
who can be outward focused and future oriented; yet, they abdicate their rightful role in order 
to manage daily ministry minutiae.  
Second, the Council needs to include an intentional period of spiritual formation in its 
meetings in order to keep it from straying into less productive habits or perspectives. During 
the nineteenth and early twentieth centuries, coal miners would bring canaries down to the 
tunnels with them as an early detection system against life threatening gases such as carbon 
dioxide, carbon monoxide and methane. The canary, normally a very songful bird, would 
stop singing and eventually die in the presence of these gases, signaling the miners to exit the 
mine quickly. Because of their slight size, canaries circulate the gas into their blood stream 
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more quickly than the human body. They fall prey to the gases before they can affect the 
miners, giving the larger men enough time to exit the mine to safety.
251
  
The focus of the Council does for the congregation what the canary does for the 
miners: it serves as an indicator of health and potential danger. Including a regular time of 
spiritual formation within the Council meeting beyond the frequent pro forma bookend 
prayers at the beginning and the end helps maintain its health and focus. Although one might 
argue that Council members often belong to a Bible study or small group in the congregation, 
and therefore don’t need this, I have found that leaders benefit from having an opportunity 
for spiritual formation as a leadership group. It is a powerful group building experience, and 
members can address issues in the group that a Council member might not (or even ought 
not) express in a different small group setting.  
The purpose of this handbook is to be a practical and spiritual guide for the Church 
Council. In the first section, I will lay out the differences between church management and 
church governance, and show some concrete organizational examples of how governance 
will be more effective. In the next section, I will explore the elements of spiritual formation 
and how a Council might include this in its meeting, as well as the benefits for doing so. The 
third section contains a devotional resource Council leaders might use for the spiritual 
formation portion of the meeting. The final section contains a list of possible resources that 
would allow a Council to go deeper in any area covered in this handbook. Although Lutheran 
church polity may differ from that found in other church communities, I pray the ideas and 
resources in this handbook transcend denominational boundaries. In fact, I hope you’ll share 
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 Brian Black, Nature and the Environment in Nineteenth-century American Life (Westport, CT: 
Greenwood Press, 2006), 120. 
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with me what has been helpful in your church. Join the discussion at 
www.missionallutheran.org! 
 
Back to the Future 
Behold, I am doing a new thing; now it springs forth, do you not perceive it?  
I will make a way in the wilderness and rivers in the desert. 
— Isaiah 43.19 ESV 
 
What’s the best way to oversee a congregation’s ministry? Some will argue that we 
need to return to a Biblical model of ministry oversight. Leaders like Rick Warren, Bill 
Easum, and Tom Bandy have persuasively argued that we can revitalize our churches by 
returning to the basic mission Jesus expressed in the Great Commandment (Mt 22:37-39) and 
the Great Commission (Mt 28:18-19). According to this same logic, then, we should be able 
to revitalize our ministry leadership by returning to a Biblical model that modern day leaders 
can extrapolate from the selection of the first deacons (Acts 6:1-7) and from Paul and Peter’s 
letters about elders, overseers, and other categories of leaders (Phil 1:1; 1 Tm 3:1-13; Eph 
4:11-12; 1 Cor 12:28; 1 Pt 5:1-5).  
Moreover, the similarity in cultural context between the first century and today would 
seem to make this return to our Biblical roots feasible.
252
 The world of the first-century 
church was cosmopolitan and ethnically diverse. Most of the population was gathered into 
large cities where they suffered from the problems typical of urban city centers. Like today, 
the Roman Empire was characterized by a large disparity in income and living conditions. It 
was also riddled with a myriad of religions and superstitions. As Rome conquered, it 
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included the gods of the region into its pantheon of gods. The early Christians found 
themselves confronting many forms of oriental cults on the outside and gnostic heresy on the 
inside. Such religious pluralism and tolerance is a hallmark of today’s culture. Then, as now, 
it was a time of systemic injustice and apocalyptic longing, of excessive materialism and 
spiritual yearning, and of deep anxiety and utter cynicism toward religious institutions of the 
past. In both eras, pre-Christians have two distinguishing characteristics. They have grown 
up outside the influence of Christianity and have been mentored more by their peers than 
their parents. As a result, they are intensely tolerant of a vast variety of viewpoints and 
gods.
253
 
However, we should be careful to make such appropriations uncritically. For all their 
similarities, the current North American mission context is still unique when compared to the 
early church. Unlike the period of the early church, most in North America do not live a life 
focused on survival. Advances in science, medicine, and technology provide a standard of 
living previously unimaginable. The variety of available communication and transportation 
methods create connections between people and communities unparalleled in any other era. 
Though the seeds of our governmental systems may be found in ancient Greece and Rome, 
our current political practices in North America and their attendant social freedoms do not 
resemble those found in the first century.  
In addition, there are two other differences. First, Paul didn’t live and breathe and 
work as a part of a church that had a reputation throughout his culture of being antiquated, 
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irrelevant, hypocritical, and impotent.
254
 Though the community at large may resemble a 
predominantly pre-Christian environment, unlike the communities in which Jesus, Peter and 
Paul ministered, the Church’s reputation precedes it. We bring with us unhelpful emotional 
and spiritual baggage that may undermine our ministry to those outside the faith even before 
we open our mouths or extend a compassionate hand. 
Second, Jesus did not come to organize a church; neither did he choose disciples to be 
administrators. They were eschatological judges of a renewed Israel (e.g., Mt 19:28; Lk 
22:30).
255
 Early Christians, including Paul and the author of Revelation expected Jesus to 
return soon (e.g., Mt 16:28; 24:34; Rom 13:11; Rev 22:7, 20).
256
 Issues around church 
organization and longevity emerged only as leadership in the church passed to the second and 
third generation. Contemporary leaders often seek justification from Scripture for church 
governance practices by reading their needs into texts that describe the developing life of the 
early church.
257
  
While we cannot learn a great deal from the New Testament about how to carry out 
effective governance in the complex context of the twenty-first century, perhaps we can 
discern some important principles. From his own example, we learn that Jesus always 
exercised direction-setting and decision-making within the context of prayer and discernment 
of the Holy Spirit’s leading. On several occasions, he went off on his own to pray (e.g., Mt 
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14:23; Mk 6:46; Lk 5:16; 6:12). At other important junctures-his Transfiguration (Lk 9:28), 
his teaching at Caesarea Philippi (Mk 8:27-30), and his betrayal in the Garden of 
Gethsemane (Mk 14:32-42; Lk 22:40-46)-Jesus prayed with some or all of the disciples. In 
fact, prayer occurs at several major points in his life.
258
  
Later, as leadership passed to the next generation and new organizational needs arose, 
additional official roles of elders (presbyteros) and overseers (episkopos) emerged as the 
church spread to Antioch and beyond (1 Cor 12:28). The repeated mention of these titles in 
Ephesians (4:11) suggests that these are stable, permanent roles that became widespread in 
the early church. Nevertheless, the entire leadership structure remained very fluid, and it 
continually evolved according to local conditions in order to promote the spread of the 
Gospel.
259
  
This variety of New Testament terms and roles teaches us that congregational 
leadership forms must be understandable to the cultural context, and yet flexible enough to 
cope with changing needs both inside and outside the church. The ultimate purpose of any 
structure is that the community of faith will live out its missional identity.
260
 Of greater 
concern to the New Testament writers than leadership roles was the quality of life expected 
from these leaders (Acts 14:23; 20:28-32; 1 Tm 3:1-13; Titus 1:5).
261
 A leader’s tasks and 
responsibilities change over time; one’s personal character, however, should remain 
fundamentally consistent. 
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This short detour through early church history is a long way of saying I am not 
convinced there is one “best” way to oversee a ministry-and certainly not one based rigidly 
on first century designs. Perhaps the better question to ask is “What’s most effective model 
of oversight for our ministry context?” Smaller churches will function differently than larger 
ones; each require unique leadership skills and styles that may not be as effective in the 
another context. However, regardless of church size the most effective principle by which a 
governing board can oversee its ministry is called governance.  
 
Management versus Governance 
Governing boards are tempted to manage the congregation for at least two reasons. 
First, some form of representative democracy governs most Lutheran congregations.262 A 
congregation gives authority to a select group of members to oversee its affairs and direct its 
ministry, and this select group is supposed to represent the interests of the congregation.
263
 In 
this context, the board meeting consists mainly of a discussion of reports and taking any 
needed action to authorize spending, resolve differences, or improve on a committee’s work. 
When a congregation is small, and the board is composed of many of the congregation’s 
decision-makers, this management style works well. But when a congregation grows larger it 
becomes unwieldy.
264
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In larger congregations, boards are tempted to micromanage the work of committees 
and staff in an effort to remain fully aware of the congregation’s ministry. As the 
congregation grows, the board must also grow because of new ministries or staff that require 
a seat at the board table. Meetings get longer as each board member reports on their 
ministries. The board’s focus increasingly turns in on itself rather than out to the community, 
and it spends most of its time looking backwards at the past rather than forwards into the 
future. The larger the congregation becomes, the less satisfactory this structure is, and the 
more the congregation needs a board that rises above day-to-day program administration to 
think about the bigger picture.
265
 
The second reason boards often manage ministry is because one or more board 
members (or the pastor) feel the need to control what is happening. They see it simply as 
their responsibility as representatives of the larger congregation. Despite the good intentions 
of most board members, church management inhibits a congregation’s ministry. Boards often 
put themselves in the role of giving members permission to do ministry by controlling the 
congregation’s financial and human resources. Saving money “for a rainy day” becomes 
more important than reaching out in ministry to a hurting neighborhood. It is not unusual for 
struggling congregations to have tens or even hundreds of thousands of dollars in savings for 
that rainy day and be so inwardly focused as to not realize it is pouring outside. At its worst, 
this sort of control is an unhealthy addiction that completely undermines and derails a 
congregation’s ministry.266 
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This challenge with board management is not limited to the nature of the church’s 
mission. Secular corporate boards share the same shortcomings. Noted business consultant 
John Carver observes how well meaning boards regularly exhibit procedures that are deeply 
flawed. He lists common practices (also experienced by most church boards) that are obvious 
drains on board effectiveness: 
• Time spent on the trivial: major program issues go unresolved while boards 
conscientiously grapple with some small detail. 
• Short term bias: should be focused on long term; instead, usually deal with near 
term or even past events. 
• Reactive stance: responding to staff proposals rather than making decisions 
proactively. 
• Reviewing, rehashing, redoing: going over what staff or volunteers have already 
done. 
• Complete workload overload: the board becomes overwhelmed by the complexity 
and scope of the misdirected job it takes on.
267
 
 
The experience of these church and corporate leaders like Easum, Bandy, and Carver suggest 
the same thing: vital congregations and secular corporations do not need boards skilled in 
more effective management techniques; rather, they need boards that are focused on 
governance.  
What is governance? Simply put, it is attending to “the big picture, the long term, and 
the value-laden.”268 It is focusing on the top-level tasks of articulating the mission, selecting 
a strategy for getting there, providing the accountability of making sure it happens, and 
ensuring that people and property are protected against harm.
269
 In the context of the church, 
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everything else is considered ministry. It is essential to keep governance and ministry 
separate, and to understand the board’s role with each.  
Under the model of governance, the board develops and communicates three things: a 
congregation’s core mission (why it exists to do ministry), its vision (how, generally, it plans 
to carry out its core mission), and the values important to it that provide the boundaries for 
behavior.
270
 Together, they create the environment in which people are free to live out their 
spiritual gifts without having to ask permission to start a new ministry or to respond to a 
community need.
271
 Board time and energy is spent developing policies reflecting its 
mission, vision and values, as well as the means by which the congregation will carry out its 
ministry. These policies will include mission statements, annual goals and budgets, rules 
about handling money, personnel policies, real estate, personal safety and so on. Through 
these policies, the board delegates authority to ministry leaders and gives them guidance on 
how to exercise that authority. Finally, it provides a two-way mechanism for accountability 
between the board and a congregation’s front line leaders who are involved in ministry.272  
Contrary to governance, ministry is most of the rest of what a congregation does - 
achieving the mission and vision that the board has articulated. Both governance and ministry 
ideally produce relationships, enthusiasm, and renewed faith. But each also generates a 
distinctive set of outcomes. Governance produces minutes, policies, mission statements, 
goals and strategic planning documents. Ministry creates worship services, study groups, 
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mission trips, service projects, mowed lawns, happy children and renewed hope.
273
 The 
presence of both governance and ministry is vital in a congregation, as it understanding the 
role of the board in each. 
 
Implications of Governance on Church Practice 
There are several implications for boards that lead according to a governance model 
rather than management. The first concerns how the congregation is organized. 
Congregations in a governance model require a smaller board and fewer standing committees 
than a congregation using a management model. The relationship between the board and the 
congregation’s committees, teams, and task forces differs as well. These lead to another 
implication for the governing board: the focus and content of its board meetings. Boards that 
lead according to a governance paradigm focus on a different horizon than boards leading by 
management. This focus leads to a different work product by the board. 
 
Organizational Practices 
Comparing churches organized around management as opposed to governance, we 
observe that their internal organizational dynamics differ. A board that runs the church based 
on management requires many standing committees to oversee its ministry.
274
 This can lead 
to a large board made up of committee chairs from each committee, plus representatives from 
other groups like the women’s or men’s ministries, the preschool or parochial school board, 
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and the endowment fund. The model constitution of the Evangelical Lutheran Church in 
America reflects this leadership paradigm. 
On the other hand, a board whose purpose is to govern needs fewer members, as there 
will be fewer committees. Its members are selected for their character qualities rather than 
their formal role as committee chair or organization head. Although constitutional provisions 
will vary, there is no reason why a governing board must be more than seven people.
275
 
Given the primary work and focus of a board in a governance model, a smaller board is more 
effective. Smaller boards immediately recognize that they cannot function as a representative 
democracy, so are less likely to fall back into that pattern of behavior.
276
 
The internal dynamics in the congregation between the board and the congregation’s 
committees, teams, and ad hoc task forces differ as well. A board that desires to govern will 
be clear about the division of labor between those who govern and those who do ministry. 
This division is illustrated by the 
graphic in figure 1. The board is solely 
responsible for that aspect of ministry in 
the shaded area on the left labeled 
oversight. Oversight ensures that the 
congregation’s human and material 
resources are used for the benefit of its 
mission. The board fulfills this duty 
both negatively, by preventing theft and 
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Figure 1. Determining areas of responsibility 
between the board, the staff and the congregation in 
governance. Source: Dan Hotchkiss, Governance 
and Ministry: Rethinking Board Leadership 
(Herndon, VA: Alban Institute, 2009), 91. 
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loss of resources; and positively, by establishing metrics that measure a ministry’s 
effectiveness and provide accountability within the ministry.
277
 The board shares 
responsibility for discernment and strategy with the paid and unpaid leaders (whom 
Hotchkiss calls “staff”). Discernment involves answering the question, “What’s our 
mission?” Strategy focuses on implementation, “What do we need to accomplish our 
mission?” Boards that govern focus more on discernment, identifying the congregation’s 
mission and vision, and providing general input into strategy of how to accomplish it. Staff is 
involved with both aspects, but spends more energy with strategy.
278
 Finally, the board 
remains uninvolved in management, which is the sole purview of staff. Management includes 
the ministry activities the congregation will use to accomplish its strategy and fulfill its 
mission. Boards that govern delegate authority and responsibility for these management 
details to the leaders in the trenches who are passionate about these aspects of ministry.
279
 
This frees the board to focus primarily on identifying and refining the congregation’s 
core mission, vision and values, and to focus on providing the requisite oversight so members 
can identify their giftedness and be trained and released into ministry.
280
 This creates the 
environment in which new leaders and ministries emerge organically, from the bottom up in 
response to a community need, rather than top down based on the church’s institutional need. 
In fact, members will organize around these emerging ministry opportunities, often apart 
from the board’s direct knowledge and certainly without their permission. Short-term 
ministry teams and ad hoc task groups will accomplish most ministries. These groups only 
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exist to accomplish their ministry, and disband when the ministry need is met or the ministry 
is deemed no longer effective.  
As a result, boards that govern require few standing committees, and these relate to 
and support the work of the board. These might include: a Governance Committee to recruit 
and train new board members, and to provide accountability to the board to assure that it is 
leading by governance and not management, a Finance Committee to support the board by 
creating and monitoring budgets and keep it from micromanaging the congregation’s 
finances, an Endowment Committee to manage a congregation’s endowment fund (if there is 
one), and a Preschool or Parochial School Committee to oversee the school (if there is one). 
All other committees, ministry teams, and task groups are by definition short-term and 
oriented toward the ministry opportunity that birthed them.
281
 
 
Board Meeting Practices 
Another implication of the governance model involves the focus and the content of 
the board meeting. Due to its size and composition as a representational democracy, a board 
that leads by management is often saddled with long, internally focused meeting agendas 
filled with many reports given by each person and staff member. Instead of setting overall 
direction, it spends most of its time responding to requests-for money, for permission, for 
approval, for comment-from committees. In practice, the board becomes an appellate court. 
Over time, the board cedes much of its power to initiate action and becomes reactive, giving 
and withholding its assent to requests brought by others. The board sees its role as a 
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clearinghouse for issues that arise in the course of the real work, which happens in 
committees and only gets reported to the board at its meeting.
282
  
As a result, a circular dance evolves between the congregation’s committees and 
organizations and the board itself. Boards and committees approve projects provisionally, 
and then bring them back repeatedly for criticism, reconsideration, and approval of next 
steps. It is easy to see how in this style of leadership by management a board could be very 
busy running the organization without really accomplishing anything of substance. The net 
result of this is an internally focused board and congregation that strongly resist change and 
risks being closed to the movement of the Holy Spirit.
283
 
By contrast, the meeting agenda in the governance model looks quite different.
284
 
Because of its smaller size and focus, the board has no need to review each committee’s 
ministry activities or even to receive a report at all! If a committee wishes to share something 
noteworthy with the board, it does so as a celebratory point of information, not an 
opportunity to receive approval. Instead of a plethora of reports and a rehashing of old 
business, meetings include extended time for spiritual formation, group study, and 
discussion.
285
 This gives the board a chance to grow in its long-range perspective in two 
ways: by remaining grounded in the story of God’s ongoing action in the faith community, 
and by becoming conversant with ministry issues inside and outside the church. Rather than 
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being inward-focused, these activities encourage it to take a future- and outward-focused 
perspective. The group might discuss a book that it read since its last meeting in preparation 
for a deeper discussion about the need for a new worship service, or the ending of a ministry 
that is no longer effective.
286
 Although there is no set curriculum, the important thing is that 
leaders choose topics that are related to the congregation’s current and future ministry. 
Agendas are comprised of two main elements: a consent agenda and a discussion 
agenda. The former contains ministry reports, staff reports, financial statements, minutes of 
previous meetings, and any other items constitutionally required to be included (for instance, 
the list of new members being received into the congregation, or of absent members being 
removed from the rolls). This is distributed ahead of time with the full agenda packet. At the 
beginning of the meeting, items are accepted or received as a group without comment. If a 
board member wants to discuss something in the consent agenda, the meeting leader moves it 
to the discussion agenda. The discussion agenda rarely contains more than two or three main 
issues, plus any items moved from the consent agenda. This allows ample time for the board 
to attend to big picture matters it deems important concerning the current and future direction 
of the ministry, and the needs of the community.
287
 
In addition to the agenda, a board that leads through a governance model may use 
additional tools to maximize its effectiveness. For many, Robert’s Rules of Order is the 
starting point in thinking about how to run a meeting. Its arcane terminology and methods for 
advancing and halting discussion can prove disruptive to the flow of the meeting and prompt 
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board members to wish for an alternative.
288
 Robert’s suffers from two other criticisms. The 
rules are complex enough that some can use them either to railroad a decision through the 
board or to hinder the work of the board. Moreover, as a guide to decision making it works 
best for deliberative meetings where contending factions argue and the majority decides.  
Sometimes, however, a meeting has another desired outcome: creative thought and 
insight, or deepened appreciation of differences, or the discernment of God’s will. A creative 
workshop atmosphere, rather than Robert’s more formal style of meeting, better serves these 
outcomes. Facilitator type activities like the go-around and breaking the board into dyads and 
triads can engage board members more fully in the discussion than might happen otherwise 
using Robert’s.289 Boards might also consider pre-processing a decision. Rather than raising a 
major issue for discussion and a decision in the same meeting, bring it up one or more 
meetings ahead of time to give people ample opportunity to reflect on it. Begin those sessions 
with the opening comment: “We will not make a decision about this today.” Set a time limit, 
provide a manageable amount of information, and let the conversation flow. When time is 
up, conclude by saying, “As planned, we have not arrived at a conclusion. We can declare 
this part of the agenda a success! We will return to this topic next time, with the benefit of 
the head start we gave ourselves today.”290 
One of the important roles of the board under the governance model is to provide 
accountability within the church: to make sure the congregation’s financial and human 
resources are used to benefit its mission, and to see that ministry is happening according to 
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its mission, vision, and values.
291
 Positively, the board does this by making sure the members 
are discovering their spiritual giftedness and being released into ministry accordingly. The 
board provides oversight in another important way, however: by making sure that the 
congregation’s resources are protected and cared for, and that the ministry stays congruent 
with its mission, vision, and values. Towards this end, the board will create oversight policies 
that set the standard for the congregation’s life and work, and by establishing the parameters 
of behavior expected of paid and unpaid ministry leaders, as well as the guidelines by which 
ministries will be evaluated for effectiveness.
292
  
An informal way the board can monitor itself in its meetings regarding its oversight 
responsibility is through a no-staff huddle. After each meeting, the staff leave, and the 
members have a brief conversation about how the meeting went and any concerns they may 
have. Immediately after this conversation, the board chair or another designated leader briefs 
the pastor about any concerns or issues raised during the huddle, especially anything 
touching on the board’s relationship with the staff. The only agenda for the huddle is board 
self-management: how is the board doing? Are there interpersonal tensions among board 
members that are impacting the board’s effectiveness or the congregation’s ministry? 
 
The Spiritual Formation of Leaders 
Ministry and spirituality can never be separated. Prayer is not a  
preparation for work but an indispensable condition for effective ministry. 
— Henri Nouwen, Creative Ministry 
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The key to developing an effective, mission-oriented governing board is not slavishly 
following some organizational structure read back into a New Testament context from our 
current culture. Rather, the key is being as clear as possible about the board’s tasks and 
responsibilities, and the spiritual character of board members. Overseeing ministry according 
to a governance model is the most effective way to address the board’s tasks and 
responsibilities. An intentional process of leader spiritual formation is the most effective way 
to foster Council members’ spiritual character.  
As individuals, we are curved in upon ourselves (Latin: incurvatus in se), preferring 
to attend to our own desires ahead of another’s. The apostle Paul illustrates this conundrum 
in his letter to the Romans: “For I do not understand my own actions. For I do not do what I 
want, but I do the very thing I hate. For I know that nothing good dwells within me, that is, in 
my flesh. I can will what is right, but I cannot do it. For I do not do the good I want, but the 
evil I do not want is what I do.” (Rom 7.15,18-19 NRSV). As individuals, spiritual formation 
begins to straighten us out, to help us look outside of ourselves and to see God at work in our 
lives, in the world around us, and in the neighbor we are called to serve. 
Not surprisingly, governing boards experience this same spiritual reality. Like the 
people who serve on them, boards can become curved in upon themselves. Boards that lead 
by management face the aforementioned organizational pressures toward this orientation, as 
well as the spiritual ones inherent in each person. Therefore, one way for governing boards to 
resist this inward orientation and maximize their effectiveness is to lead through governance. 
By definition, governance begins outside the congregation (by being clear about it’s mission, 
the reason it exists), not inside. But a board must develop the discipline to avoid curving 
inward on itself. Carver observes that the most effective way to do this is for them to develop 
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a taste for the grand expanse of the larger context.
293
 This is what spiritual formation for the 
board accomplishes. It grounds leaders in this larger context-the story of God’s activity in the 
world and in the life of its members, and the role of the congregation in sharing that story 
with those who have not heard it yet. By providing fresh reminders and experiences of God’s 
presence in board members’ lives, the board helps cement this outward focus and mission.  
Moreover, board leadership can be draining. No matter how well structured, attending 
meetings takes energy; so does dealing with the tensions and conflict generated by members’ 
competing personalities, desires, and agendas, all while trying to discern and follow God’s 
direction for the ministry. Worse, our positions of power and authority may inhibit us from 
being honest, both in self-evaluation and in ministering to others. Knowledge can give us the 
illusion of expertise and power. Positions of apparent power and control over others are 
seductive because they tend to camouflage our own powerlessness and insecurities.
294
 
Overseeing a congregation’s ministry is not easy.  
A regular rhythm of spiritual formation addresses these challenges. It grounds us in a 
realistic self-appraisal, helping us to remain humble and self-aware. It combats the interior 
and exterior pressures that would deflect us from our identity as God’s children or our 
mission as God’s church. By accessing the power of the Holy Spirit through the spiritual 
disciplines, leaders can greatly increase their spiritual strength and stamina.
295
 It refreshes 
and refills us with the resources we need for faithful discipleship and effective ministry. In 
this final section, then, we will learn from the example of Jesus’ life and his interactions with 
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the disciples, and discover how spiritual formation addresses these spiritual leadership 
challenges and enhances a board’s effectiveness. We will then explore how to introduce 
spiritual formation experiences into the rhythm of a board’s ministry. 
 
Jesus as our Model 
Jesus’ own life and ministry is a model for us. Jesus frequently went off by himself to 
pray (e.g., Mark 1.35; 6.46; Lk 5.16; 6.12). In addition, Jesus spent time with the disciples in 
order to help them grow as leaders. This training was not a “once and we’re done” sort of 
experience. In fact, the disciple’s frequent misunderstanding demonstrated their ongoing 
need for the spiritual formation. Jesus provided his friends what they needed, sometimes in 
order to give them new information that the crowds were not yet ready to receive.
296
 Other 
times, this formation corrected popular misunderstandings about him,
297
 or took them deeper 
into specific topics like forgiveness and humility,
298
 or helped clarify their role and purpose 
as disciples.
299
 
These needs are not unique to the disciples’ leadership in the first century, leaders in 
every generation profit by reflecting on these issues. Although they may participate with 
other parishioners in their congregation’s usual spiritual formation activities, leaders enjoy an 
added benefit when they experience these activities with their peers. The example of 
Alcoholics Anonymous is an apt parallel. Those who attend these groups will be able to 
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support someone battling an addiction differently than someone not affiliated with the 
recovery movement. Moreover, in a group, members are free to be honest and transparent 
with what is happening in their recovery, trusting in the group’s commitment to 
confidentiality. They can “speak the truth in love” to one another with a credibility that 
others outside the recovery community lack. 
In the same way, those in leadership roles benefit from the opportunity for ongoing 
spiritual formation as a group, as leaders on the governing board. Their shared leadership 
experience binds them together. They can be honest with one another, trusting in their 
commitment to each other.
300
 They can support one another and be supported in their 
ministry in a way that an outsider cannot. Underlying tensions that may develop because of 
board business or the pressures of ministry may be resolved or lessened by attention to board 
members’ spirituality. Finally, there are areas of personal and corporate growth that may 
develop from time spent in board spiritual formation that might not occur otherwise if the 
leadership focus is simply on leadership skills training and group dynamics.
301
 
Some board members will argue that the board is too busy with the work of the 
church for time spent in spiritual formation. If that is true, then perhaps the congregation has 
been taught (through deeds, if not in words) that activities are more important than 
spirituality. If a church has become overextended with programming, it is time to reassess the 
priorities of the body, as well as the leadership.
302
 One of the important responsibilities of 
governing board members is to serve as a role model for spiritual development. If the 
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members of the body do not see the leaders involved in the search for spiritual meaning, they 
may not value it themselves.
303
 The apostles frequently spent time alone with Jesus.304 
Prayer, meeting human need, fellowship meals, and lessons on spirituality were part of their 
life together. Board leaders cannot be a “Martha,” involved in ministry activity all the time; 
they need to embrace “Mary” as well and sit at Jesus’ feet for a spell. 
 
Experiencing Spiritual Formation 
Before we can dive into how a board becomes involved in spiritual formation, we 
must begin with the most basic questions: what is spiritual formation, and what activities 
constitute it? Put simply, spiritual formation is becoming like Christ. It is to be his 
apprentices, alive in the power of God, learning to do all he said to do, leading others into 
apprenticeship to him, and teaching them how to do everything he said.
305
 The best way to 
become like Jesus is to live as he lived, and be as he was. Dallas Willard calls this “the secret 
of the easy yoke.”306 To accomplish this, we must spend time with him. We can use the 
various spiritual disciplines to be in his presence, spiritually, and to be open to God’s 
transformative power through the ongoing work of the Holy Spirit. Foster explains “the 
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disciplines allow us to place ourselves before God so that he can transform us.”307 Henri 
Nouwen suggests that we must “create a space in which God can act.”308 
John Ortberg describes a spiritual discipline as “any activity that can help me gain 
power to live as Jesus taught and modeled it.”309 In his book, Celebration of Discipline, 
Richard J. Foster divides the disciplines into three categories: inward disciplines (meditation, 
prayer, fasting, and study), outward disciplines (simplicity, solitude, submission, and 
service), and corporate disciplines (confession, worship, guidance, and celebration). Dallas 
Willard divides the disciplines into two classes: disciplines of abstinence (solitude, silence, 
fasting, frugality, chastity, secrecy, and sacrifice) and disciplines of engagement (study, 
worship, celebration, service, prayer, fellowship, confession, and submission).
310
 Other 
writers categorize as many as 60 other activities as disciplines, including more specific types 
of prayer, detachment, journaling, dialogue, witness, stewardship, and listening.
311
 
It is important to remember that some disciplines will appeal more than others based 
on one’s temperament and circumstances. Some will be more effective in a group setting, 
while others will be valuable for individual board members to pursue between meetings. A 
good starting place might be to focus on inward practices like prayer and Bible study, 
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coupled with outward ones like confession and worship.
312
 The ancient form of lectio divina 
(sacred reading) combining reading scripture, meditation, prayer, and contemplation could be 
especially fruitful.
313
 As boards become more comfortable, they can introduce other 
disciplines into their work and life. Let us turn next to a brief overview of these particular 
disciplines. 
 
Prayer 
Prayer can take many forms; Calhoun lists several: breath prayer, centering prayer, 
contemplative prayer, conversational prayer, fixed-hour prayer, intercessory prayer, labyrinth 
prayer, scripture prayer, and recollection prayer.
314
 At its core, prayer is a relationship, a 
personal communion and ongoing dialogue with the living God. It is the meeting place where 
we draw near to God to receive his grace, to release our burdens and fears, and to be honest 
with God.
315
 The chief purpose behind this ongoing conversation, according to Foster, is to 
change us. Whatever else we might communicate to God, our prayers are the primary tool 
through which God transforms us.
316
 Regardless of our perceived ability or skill with prayer, 
God meets us where we are, and slowly moves us along into deeper things.
317
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Bible Study 
In the spiritual discipline of Bible study we engage our minds with the written word 
of Scripture (or with material about God’s word) in order to replace old, self-destructive 
habits with new life-giving ones.
318
 What we study determines the kind of habits that are 
formed, which is why Paul urges us to focus on things that are true, honorable, just, pure, 
lovely and gracious (Phil 4:8). Study involves repetition, concentration, comprehension, and 
reflection.
319
 Rather than some rote, mechanistic process, Ortberg observes, “the goal is not 
for us to get through the scriptures. The goal is to get the scriptures through us.”320 One of the 
greatest benefits of studying God’s word is that it increases our faith, as it penetrates our 
heart, mind and soul.
321
  
Foster reminds us that we can also profitably study what he calls the “nonverbal 
books” in our lives. One place to start is nature. God’s handiwork can speak to us and teach 
us if we will listen. We can learn from interpersonal relationships, from the story of our lives 
and those things that control us, and from the institutions and cultures of the world that shape 
us.
322
 We study in order to see the many ways God is at work around us and within us. This 
insight empowers us to be ministers of Jesus’ reconciliation (2 Cor 5:18-20), naming sin and 
communicating God’s forgiveness to all. 
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Confession 
At the heart of God is the desire to give and to forgive. Therefore, he set into motion 
the redemptive process that culminated in the cross and was confirmed in the resurrection.
323
 
Confession is our entry point into that redemptive process. As we lay our sins at Jesus’ feet, a 
great exchange occurs. Jesus takes on our brokenness and gives us his righteousness instead 
(2 Cor 5:21). Without the cross, the discipline of confession would only be a psychological 
experience. However, it is so much more: it involves both an objective change in our 
relationship with God and a subjective change in us. It is a means of healing and 
transforming the inner spirit.
324
 
Confession also has a corporate dimension. As we are vulnerable to each other, 
confessing to one another (Jas 5:16), it builds community, enables deep fellowship, and 
encourages restitution among believers.
325
 Confession is not just about telling the truth, it 
also involves acknowledging the pain of the people we have hurt and our intention to 
change.
326
 When we express sin to another person, it loses its power over us. In the process, 
we experience the cross of Jesus as our rescue and salvation.
327
 
 
Worship 
To worship is to experience the divine Reality, to touch the divine Life. It is to feel, to 
know, to experience the resurrected Christ in the midst of the gathered community. Unlike 
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the divine-human relationship depicted in many other ancient cultures, ours is a God who 
seeks us out, drawing us into relationship. God sought out Adam and Eve in the Garden (Gen 
3:8-9). God chose Noah and his family to continue the human race (Gen 6:8). God sought out 
Abraham and Sarah to be the beginning of a new nation that would be a light to the entire 
world (Gen 12:1). God is like the extravagant father who bucks convention and goes out to 
embrace two wayward sons to welcome them home (Lk 15:11-32). Worship is the human 
response to that deep, compassionate divine love that flows so unconditionally from the heart 
of our Heavenly Father.
328
 
Although God’s love is unconditional, it is also jealous, despising when human 
affection drifts towards other gods. From the onset of God’s relationship with Israel, God 
unequivocally declares: “You shall have no other gods before me” (Ex 20:3 ESV). Jesus 
affirms this in his own wilderness encounter with the Devil: “You shall worship the Lord 
your God, and him only shall you serve.” (Mt 4:10 ESV). The history of our relationship 
with God throughout the Bible to the present day suggests that we struggle with the gap 
between what we should do and how we actually live. A.W. Tozer says, “The essence of 
idolatry is the entertainment of thoughts about God that are unworthy of him.”329 
When we worship, though, we fill our minds and hearts with thoughts that are worthy 
of God: wonder at Jesus, the detailed actions and words of his earthly life, his trial and death 
on the cross, his resurrection, and his work as ascended intercessor. As we worship, our lives 
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are filled with his goodness.
330
 Worship is a spiritual discipline because it puts us in God’s 
presence so He can change us. It propels us toward greater obedience, deeper compassion for 
others, and it compels us to release our resentments.
331
 
 
Lectio Divina 
The Eastern Desert Father John Cassian introduced the ancient practice of lectio 
divina (sacred reading) to the West early in the fifth century. The writings of Origen, Jerome, 
Ambrose, Augustine, and Gregory all give witness to a kind of reading of Scripture that we 
call lectio.
332
 This approach combines the disciplines of study, prayer, and meditation into a 
powerful method that, when consistently applied, can revolutionize one’s spiritual life.333 
Sacred reading consists of four elements. One begins with reading (lectio) by 
preparing oneself through a calm and tranquil state of mind.
334
 An example would be sitting 
quietly in silence and reciting a prayer inviting the Holy Spirit to guide your reading. 
Following the preparation, the first movement of lectio is a slow, gradual reading of the 
scriptural passage, repeated several times. There is a lengthy silence between each repetition, 
and one might read the passage in a variety of Bible translations. Although lectio involves 
reading, it is less a practice of reading (like one might read a book or a newspaper), than of 
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listening to the inner message of the Scripture delivered through the Holy Spirit.
335
 It does 
not seek information, but rather connection with God. 
The next step is meditation (meditatio), spending a few minutes reflecting on a word 
or a phrase of the text that somehow plucks our heartstrings and evokes a resonance within 
us. We ponder God’s word, reflecting, and letting it seep into our mind. That word or phrase 
may cause us to remember other biblical passages where that same word possessed a special 
message for us; thus the process of meditation begins and progresses forward. It’s not meant 
to be a theological or exegetical analysis of the passage, but an opportunity to assimilate the 
word of God, to allow it to become more and more a part of our hearts.
336
 
The next step is prayer (oratio), an essential goal of lectio. This prayer, though, is 
specifically related to the two prior movements. It is the fruit of meditation, and it is the way 
we internalize what God has spoken to us though this passage.
337
 This divine reading is 
intended to open us to the voice of God speaking to the Church, speaking to each of us. All 
too often our prayers begin with our concerns being raised to God. Conversely, lectio takes 
for granted that we begin by first listening to God speak to us; then after we have heard God 
speak, we respond. Sometimes we respond with a word thanking and blessing God for the 
divine goodness showered upon us. Other times we respond with an acknowledgment of our 
weakness and sinfulness. And yet other times God’s word reveals to us our previously 
unknown needs of which we have now become all too aware. In this process, the word of 
God itself teaches us to pray, shows us what our greatest needs are, and opens us to the 
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mysterious transforming power that reveals to us our deepest longings and desires. Through 
the regular practice of prayer our hearts are made ready to hear what God is saying.
338
 
The last step is contemplation (contemplatio). For many, this will be the most 
difficult part since it consists of silence and yielding in the presence of God.
339
 
Contemplation enables us to enter more deeply into communion with God. Here, we come to 
know the deepest truths of our existence: the infinite love God has for us, the radical call of 
the gospel, the wisdom God has planted in creation, the power of sin in human life, and the 
ongoing salvation of God in our lives. Realizing some of these truths, we respond in awe, 
thanksgiving, praise, and repentance. True contemplation will often reveal both the light and 
the darkness of our human existence. This draws us to a fuller recognition of our life’s goal 
and moves us toward it.
340
 
Regularly practicing lectio cultivates a spiritual outlook of trust, receptivity, 
expectation, worship, and intimacy with God.
341
 It engages the entire person, from the 
physical to the psychological to the inward spiritual center of our being. Given the stresses 
and demands placed on governing boards, practicing lectio will deepen their relationship 
with God and each other, and strengthen their missional outlook. 
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Incorporating Spiritual Disciplines 
A discipline for the spiritual life is nothing but an endeavor undertaken to bring us 
into a closer relationship with Christ and his kingdom.
342
 The purpose behind this brief look 
at the more popular spiritual disciplines is to begin to demonstrate the work they do in the 
life of the believer and the community, and how that might impact the governing board’s 
effectiveness. When practiced faithfully, all of these disciplines have the potential to 
transform the board and the entire congregation.  
How, then, might a board implement spiritual disciplines into its work? Foster 
observes about prayer that we ought not wait to do it until we feel like it. Prayer is like any 
other work; we may not feel like doing it, but once we have been at it for a bit, we begin to 
feel like working.
343
 The same principle applies to all of the spiritual disciplines: if we wait 
to start until we feel like it, we may never begin. Instead, we can take a page from the apparel 
maker, Nike: “Just do it!” The way to begin is to begin. Launch the practice of the spiritual 
disciplines as yearlong experiment. Include teaching time to introduce the idea in several 
meetings and/or at an annual board retreat prior to the launch. Bring in as a guest speaker a 
colleague or a local spiritual director. Lead a Sunday morning or weekday class on the use of 
spiritual disciplines. Change the devotional pattern at the board meeting using the model 
found in Appendix A: Governing Board Resources. 
Beginning this practice as a board, leads to new ways of experiencing Jesus, and as a 
result, relationships mature. A deeper practice of prayer opens the door to a stronger 
confidence in God’s leading into a future that often seems unclear and risky. A deeper 
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practice of Bible study leads to greater understanding of and obedience to the mission God 
has for the congregation. A deeper practice of confession unites the board in a spirit of 
humility and transparency that defuses conflict, depolarizes cliques, and promotes an active 
and enthusiastic engagement in their work. A deeper practice of worship allows board 
members to recognize more fully God’s activity in the life of the congregation, and to draw 
renewed strength for the journey that is before them.  
  
A Council Devotional 
 
Oh sing to the LORD a new song, for he has done marvelous things! His right hand  
and his holy arm have worked salvation for him. Make a joyful noise to the LORD, all 
the earth; break forth into joyous song and sing praises!  
— Psalm 98.1,4 ESV 
 
 
Devotion Theme 
 
Journaling Prompt  
Related to day’s devotional theme. Group members have a chance to do this at home prior to 
the meeting. SOAP format as another journaling option. 
 
 
Gathering (10m) 
Silence as Christ candle is lit 
Invocation 
Break into prayer partners 
 Share Highs and lows from the week 
 Share Prayer any concerns with each other 
 Have opportunity for each person to pray for the other 
 
 
Word (20m) 
Reading 
Discussion Questions 
Reflection 
Lectio option 
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Prayer (15m) 
Solicit prayer concerns from gathering time 
Bring to the group prayer concerns known throughout the congregation 
Prayer time for these concerns, and other needs known in the congregation (from Sunday 
worship or the prayer chain), and regular intercessory prayers for a portion of the 
congregation (for instance, for everyone with a baptismal birthday during that month). 
End with Lord’s Prayer 
Alternate Prayer options 
 
 
The above outline is one possible format for devotions that a Council (or a 
committee, ministry team, or task group) might use. The flow would work with any Scripture 
passage, although I have provided several suggested passages for consideration. Although 
they are grouped into several categories, both the groupings and the categories themselves 
are somewhat arbitrary. I have tried to incorporate several different spiritual disciplines in 
each session. It isn’t crucial that leaders use all of them each time. Consider the choices a 
smorgasbord of options with which you can build the spiritual formation experience that will 
best fit your group. In fact, if the needs of the Council suggest a different activity, listen to 
the Holy Spirit and run with it. The time designations for each section are approximate and 
can be adjusted to fit your context; however, do not shorten the overall length of devotions 
significantly. The intent for this time is to provide an intentional period for the spiritual 
formation of group members as leaders, in order to support them in their role and 
responsibilities. 
Each devotion begins with a one-sentence theme based on the Scripture passage that 
can help you decide if that devotion would be useful for your meeting. Of course, the 
underlying passage may very well suggest another theme to you. If that fits your context 
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better, go with it! As you adjust the theme, you may also choose to change other content of 
the devotional-for instance, the journaling prompt, the discussion questions, or the reflection.  
Next, you will find a “prompt” that group members can use as a starting point for 
journaling prior to the meeting. Included with the prompt is one option for doing a journal, 
based on the Life Journal process publicized by Pastor Wayne Cordeiro and the folks at New 
Hope Christian Fellowship in Oahu, Hawaii (www.lifejournal.cc). Using the acronym, 
SOAP, members can read the passage and pick out the one Scripture verse through which 
God speaks to them. From that, they can share an Observation that God gives them, as well 
as an Application for their life that God reveals. Finally, they can write our a Prayer based on 
the observation and application You might invite group members to bring their journal page 
with them, and build the prayer time for the meeting around the prayers that they have 
written. 
I encourage you to light a candle to mark the beginning of your devotion time 
together. Rituals and symbols are powerful, and the lighted candle represents Christ’s light in 
our midst of the meeting. It also serves as a reminder that we are called to be a light radiating 
Jesus’ love and forgiveness in the world. Our work as a group should do the same thing-both 
internally, as we work together in the meeting, and externally as we implement the decisions 
made at the meeting. 
The silence is another spiritual discipline; in our busy, noisy world, we need to do a 
better job giving space for silence and listening to/for God. Our work as a group is not just 
about marshaling our insights and wisdom, it is also about responding to God’s guidance. 
Allowing for silence throughout the meeting is a helpful way to slow down and to attend to 
the Holy Spirit’s promptings. 
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The invocation is a short theme-based, call and response style opening to involve the 
entire group. You can break the group into two sections by whatever means you would like. 
One person might take one part, while the rest of the group responds; or, the group can be 
divided by men taking one part and women the other, or by sides of the table. 
After this, the group breaks into prayer dyads or triads, ideally in groupings that last 
for the entire year. This is a helpful bonding time; however, local circumstances or customs 
may work against this. The key thing is for the prayer groups to share with each other and 
pray for each other. If you need to scatter to different parts of the room, or into different 
rooms, do what is necessary to give these groups space to work. If the prayer group wants, 
they will have an opportunity to share one or more of their prayer concerns at the end of the 
devotions as part of the group prayer time. 
The next portion of devotions focuses on a Scripture reading-either the one printed in 
the devotion or one of your choosing. I have not printed the full text of the passage in the 
devotional resource. This will allow the leader to use the translation she or he prefers. If the 
leader chooses to use the Lectio option, then the group may experience even more 
translations. The spiritual discipline of Bible reading is crucial for the life of the Council and 
its members. So often, as one colleague of mine has said, “Put a spreadsheet in front of a 
group of businessmen, and they become businessmen.”344 We want members to exercise their 
business sense on the Council, but we need that sense to be tempered by a deep awareness of 
God and the mission of the Church. The usual Council meeting filled with financial reports 
and ministry reports must also be infused with a keen sense of what God is doing in and 
through the Church, so that the reports and numbers have a context to them. And so that 
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Council members remember Who it is that is working through us. The intent behind the 
selected readings in the devotions, as well as the discussion questions and the reflection piece 
is to offer this “bigger picture” awareness to the Council. If it would help, the group might 
choose another option with the reading, a spiritual discipline called lectio divina (or “divine 
reading”). That process is described in the previous section, so no more needs to be said 
about that here. 
Group prayer forms the final portion of devotions. You can build this prayer time 
based on the prayers from member’s journals, or from the concerns gathered in the opening 
prayer time. You may also include prayer requests from Sunday worship or the 
congregation’s prayer chain. In one congregation I served, the Council prayed each month 
for the members of the church whose birthday fell in that month. You could do that, or pray 
for specific members during the month of their baptismal birthday. Depending on the comfort 
and confidence level of the group, you might choose other prayer styles, like centering prayer 
or breath prayers.
345
 If you have access to one, invite members to walk a labyrinth. Some 
communities have traveling displays; other churches have fixed sites you can visit. If the 
Council or Congregation has a significant decision approaching, you might wish to have a 
time of fasting and prayer.
346
 
The devotions in this book are organized according to the following categories: 
First Meetings 
The Church’s Mission 
Empowered for Mission 
Becoming a Community 
Facing Challenges Together 
Vision Encounters in Scripture 
Ordinary People/Extraordinary Purposes 
God’s Unusual Ways 
Celebrating Accomplishments 
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Each category has several devotions associated with it; feel free to create additional 
devotions experiences for any categories that would help you or your Council. 
 
 
First Meetings 
The first meetings of any new group are an opportunity to set the tone for its work together. 
Group building is important; so is clarifying expectations and even establishing a group 
covenant of behavior. The devotions in this section are one avenue to help attend to these 
goals. 
 
Suggested Themes and Scripture Passages 
Doing a New Thing (Isaiah 42.5-9) 
Making a Commitment to the Future 
(Joshua 24) 
The Role of Leaders (Ephesians 4.11-16) 
Knowing Who We Are (John 15.12-17) 
Knowing Whose We Are (John 15.12-17) 
Understanding our Calling (1 Peter 5.2-7) 
Building Trust Together (Exodus 18.21-
22) 
 
 
 
 Doing a New Thing, Isaiah 42.5-9 
 
“Behold, the former things have come to pass, and new things I now declare;  
before they spring forth I tell you of them.”  
Isaiah 42:9 (ESV) 
 
 
Devotion Theme 
God is doing a new thing with Israel-and with us! 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when God did something new in your life, or on a time when you faced a 
new circumstance or situation. What resources did God provide to help in that time? How did 
it work out? 
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Invocation 
A: O Lord, open my lips, 
B: and my mouth will declare your praise. 
A: You call us to do things we have done before, 
B: and you call us to do a new thing. 
A: Give us the resources we need, to do what you would have us do, 
B: that we would glorify you and share your unconditional love 
All: through your Son, Jesus Christ our Lord. Amen 
 
 
Discussion Questions 
1. Based on the context of Isaiah’s day, what “new thing” is God doing? 
2. How does this “new thing” relate to the covenant God gave Israel in the past? 
3. How might this related to the “new thing” John describes in Revelation 21? 
4. What “new thing” is God calling you to do based on your (new?) role with this group? 
5. What resources has God given this group, and this congregation, to do what it is called to 
do? 
6. How might we apply God’s words to Isaiah in this time and place? 
 
 
Reflection 
The first thirty-nine chapters of Isaiah describe in almost depressing detail the depths of 
Israel’s unfaithfulness to God, which earns her a season of exile in Babylon. In chapter 40, 
though, the tone shifts, and in chapter 42 the prophet shares a word from God about a 
servant that will come. God’s spirit would be in him, and he will bring justice into the world. 
Along with this servant God will inaugurate a new era for Israel, including a renewed 
covenantal relationship and a return to the land God had promised Abraham and Sarah. 
This renewed relationship will have the same focus, too: to be a blessing to the nations, not 
just for Israel’s own sake. 
 
 
 
 Making a Commitment to the Future, Joshua 24 
 
“Choose today whom you will serve. Would you prefer the gods your ancestors served 
beyond the Euphrates? Or will it be the gods of the Amorites in whose land you now live? 
But as for me and my family, we will serve the LORD.”  
Joshua 24.15 (NLT) 
 
 
Devotion Theme 
By looking back and celebrating our past, we can better understand our present and commit 
ourselves to the future God has in store for us. 
 
 
Journaling Prompt 
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Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook.  
 
Reflect on a significant event from your past. How has it shaped who you are today? Looking 
forward, can you imagine how that event might impact your outlook or your choices? Is there 
anything about that future impact you might like to influence in another direction? How 
might you do that? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. You have known me from my mother’s womb, 
B. You have shaped and formed me, both inside and out. 
A. All that we are, and all that we will ever be 
B. Is tied to your loving place in our lives and in this community called [name of church], 
All: through your Son, Jesus Christ our Lord, Amen 
 
Discussion Questions 
1. What events in U.S. history seem so significant for our country today? 
2. What key historical events are part of the congregation’s culture? Is one any more 
significant than another? If so, why? 
3. How might our congregation’s history influence our future? 
4. How would we like our congregation’s history to influence our future? What do we need 
to do for this to happen? 
 
 
Reflection 
God has brought the Israelites out of Egypt, across the Red Sea, through 40 years of 
wilderness wanderings, across the Jordan River and (finally!) into the Promised Land. The 
people have begun to settle in the land according to their tribal allotments. This last chapter 
of Joshua recalls a covenant renewal ceremony, a time when the community recommitted 
itself to God and to each other, to be the people God had established them to be. This 
ceremony involves looking back, reminiscing about how God had worked faithfully in the 
people’s lives, bringing them to this point, as a way to move forward into the future. 
 
 
 
 The Role of Leaders, Ephesians 4.11-16 
 
Now these are the gifts Christ gave to the church: the apostles, the prophets, the evangelists, 
and the pastors and teachers. Their responsibility is to equip God’s people to do his work 
and build up the church, the body of Christ.  
Ephesians 4.11-12 (NLT) 
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Devotion Theme 
Knowing our role and responsibilities as leaders. 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when you were asked to do something you felt and/or knew you lacked the 
gifts to do, but still felt an obligation to do it anyway. How does it feel to serve in this 
situation? What would relieve any stress about serving in this situation? 
 
 
Invocation 
A. O Lord, open my lips, 
B. and my mouth will declare your praise. 
A. You have blessed our congregation with human gifts beyond measure, 
B. and financial treasure to meet our needs. 
A. Help us to use our leadership responsibilities wisely 
B. so that all who participate in our ministry would serve according to their giftedness; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. What does it mean “to equip the saints for ministry?”  
2. How does this passage relate to Paul’s instruction about being created for good works 
(Eph. 2.10) and Peter’s comments about believers being part of a royal priesthood (1 Pet 
2.9)? 
3. What are some ways that you (your group or your congregation) are equipping the saints 
for ministry? 
4. If you struggled to identify some concrete activities that are accomplishing the last 
question, what might you (your group or your congregation) do to get back on track? 
5. According to Paul’s list, there’s a clear distinction between the leaders (who are supposed 
to train up others) and the ones being trained (who are to do ministry). Put another way, 
the leader’s role is to train ministers, while the minister’s role is to do ministry. How is 
your congregation doing with this division of labor? 
 
 
Reflection 
Paul’s words to the believers in Ephesus are important for us today. He lays out some 
categories of church leaders and highlights what their essential role is: to equip the saints 
for ministry. So often we put “round pegs” in “square holes” because the church needs 
workers who will help us accomplish our ministry-teach Sunday School, or help with 
worship, or serve on a group, or visit shut-ins, or whatever. Sometimes, in our struggle to fill 
these ministry slots, we fill them with people who feel unqualified or untrained to serve but 
feel obligated (or guilted) into serving. 
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 Knowing Who We Are, John 15.12-17 
 
I no longer call you slaves, because a master doesn’t confide in his slaves.  
Now you are my friends, since I have told you everything the Father told me.  
John 15:15 (NLT) 
Devotion Theme 
From where do we get our identity, and what does that identity do for us? 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on what it feels like to have someone who knows you closely and intimately, as if 
they were your best friend. What does this sort of relationship do for you? How do you 
sustain it? What sorts of activities nurture such a friendship? What activities might actually 
damage this friendship? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. We thank you that in a world full of doubt and sorrow, this much is true: 
B. we are your friend, and you have called us to bear fruit by being involved in ministry. 
A. Empower us with your gifts to be a good friend to you, 
B. and to live out that friendship in our everyday lives; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. How can someone “command” us to love each other? 
2. How does Jesus immanent suffering and death color what he is telling us? 
3. What does it mean to you that Jesus chose us? 
4. Is it fair to say that we choose Jesus because he first chose us? Are there any other verbs 
where this parallelism works? 
 
 
Reflection 
Our families and our work are the most frequent sources from which we derive our identity. 
Yet, whoever else we may be to others, we are friends of Jesus. This relationship is stronger 
than any other in our life, and our identity as a friend is guaranteed to withstand any 
difficulty or personal crisis. More than that, it’s an identity with power, the power to give us 
a mission. Whatever job we might have that earns money, we are appointed to produce 
lasting fruit-to be involved in ministry that is substantial and meaningful. It’s not an option; 
it’s what we are called to do. 
158 
 
 
 
 
 
The Church’s Mission 
 
When it comes to the church’s activities, it is easy to become “a mile wide and an inch deep.” 
Our human and financial resources are finite. We cannot do everything; neither can we hope 
to meet everyone’s needs, whether inside or outside the church. So how do we remain 
focused? By being absolutely clear of what the church’s mission is comprised. The devotions 
in this section will help with that. 
 
 
Suggested Themes and Scripture Passages 
 
Blessed to be a Blessing, Genesis 12.1-5 
The Great Commandment, Matthew 22.34-
40 
The Great Commission, Matthew 28.16-20 
Saved by Grace for Works, Ephesians 2.4-
10 
Jesus’ Ascension, Acts 1.6-11 
Love One Another, John 15.12-17 
What Does God Require, Micah 6.6-8 
Walking with Others, Romans 12.9-18 
A Ministry of Reconciliation, 2 
Corinthians 5.16-21 
 
 
 
 
 Blessed to be a Blessing, Genesis 12.1-5 
 
The LORD had said to Abram, “Leave your native country, your relatives,  
and your father’s family, and go to the land that I will show you.” 
Genesis 12:1 (NLT) 
 
 
 
Devotion Theme 
God’s blessings are not an end to themselves, but the means to an end: the blessing of the 
entire world. 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when you were particularly aware of God’s blessings in your life. What 
was going on at that time? How did God’s blessings show themselves? Was there a 
particularly miraculous manifestation of God’s blessings, or did God work through people in 
your life to give you this blessing? What response did this blessing birth in you, and how did 
you live out that response? 
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Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. You come to us in the waters of baptism and claim us as your own. 
B. As your children, you call us to leave behind the things of this world to follow you. 
A. Grant us an honest faith like Sarah and Abraham, 
B. that we would display our faith and convey your blessings in our lives; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. What did Abram and Sarai leave behind? What did they have left? 
2. Have you ever left home as completely as they did? What was that like for you (and for 
your family if you had one)? 
3. Which is the bigger miracle in your opinion: that God came to Abram and Sarai and gave 
them this commission, or that they did it? 
 
Reflection 
God is faithful, and he acts in our lives in touchable, tangible ways. The blessings He 
provides comfort and encourage us. They also empower us to share that blessing with others. 
God saves us, that we might be agents of salvation where we are (2 Cor 5.18-20). God loves 
us, so that we might pour that love into the relationships that make up the fabric of our life. 
God encourages us, so that we might share with others the encouragement He first gave us 
(2 Cor 1.3ff). This is the rhythm of faith: we receive, not simply for our own sake, but for the 
sake of the community God calls us to serve. 
 
 
 
 The Great Commandment, Matthew 22.34-40 
 
You shall love the Lord your God with all your heart and with all your soul  
and with all your mind . . . You shall love your neighbor as yourself. 
Matthew 22.37,39 (ESV) 
 
 
Devotion Theme 
When the Pharisees asked Jesus which one commandment was the greatest, Jesus replied 
with two: love God and love one’s neighbor. Can’t do one without the other; either one by 
itself is incomplete. 
 
 
 
Journaling Prompt  
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Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on the experiences you’ve had that have shaped you into the person you are. How has 
God used these in your life? Have any of these experiences been a challenge you’ve had to 
overcome? How have any challenges given you a special compassion for others facing 
similar circumstances? How might God use you in the future as a result? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. You bid us to love you above all other things. 
B. You bid us to love our neighbor as we love ourselves. 
A. Help us to balance our love for self, the other and You 
B. So that we neither lose our sense of self, nor our compassion for others; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. How is loving God and loving our neighbor connected? 
2. Why is it important to do these things? 
3. How would you respond to someone who says that since Christians are “saved by grace 
through faith” we don’t need to do anything? 
4. Given the circumstances of your life today, what are some concrete ways you can 
demonstrate your love of God? 
5. In the context of our ministry today, what are some concrete ways we can show our love 
to our neighbor? 
 
 
Reflection 
Our compassionate care (“love”) for others is a fruit of our love of God. James reminds us 
that “faith without works is dead” (2.17). Our works are not related to our “justification”-
our accessing salvation through Jesus’ life, death and resurrection. That work of new life is 
ours by faith alone, through the gift of God’s grace realized through Jesus’ actions (and not 
our own). But our works relate to our “sanctification”-our growing deeper in faith and being 
shaped more and more into Jesus’ likeness. Like a potter that shapes and molds a lump of 
clay into a vessel worthy of use, so God shapes and molds us through the works we do and 
the experiences we have into the person God intends us to be. 
 
 
 
 The Great Commission, Matthew 28.16-20 
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Go therefore and make disciples of all nations, baptizing them in the name of the Father and 
of the Son and of the Holy Spirit, teaching them to observe all that I have commanded you. 
And behold, I am with you always, to the end of the age.  
Matthew 28:19–20 (ESV) 
 
Devotion Theme 
Making disciples is the reason for a congregation’s mission. 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on how many different responsibilities and commitments you have in your life right 
now. What is it like to balance them? Which one is the most important to you-the one you 
like or that brings the most fulfillment, or the one that is most urgent in your life right now? 
Of all the things you are balancing, what should be most important, and how will you restore 
it to its rightful place? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. We thank you, Heavenly Father, that there is no place we can be that is apart from your 
presence. 
B. We thank you, dear Jesus, that you will be with us always, to the end of the age. 
A. We thank you, Holy Spirit, that you are in us and empowering us in all we do. 
B. Inspire our ministry to make disciples who will make disciples and extend your reign 
throughout the world; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. Why did Jesus instruct the disciples to go to Galilee? What was there for them? 
2. What does it mean to “make disciples?” What does a disciple do that a church member 
wouldn’t? 
3. What authority does Jesus have? Do we have it, too? 
4. What does it mean that Jesus is with us “to the end of the age?” How does that matter? 
 
 
Reflection 
Jesus commissions us to make disciples, and we offer new member classes. Jesus sent his 
followers out two by two, and we ask people to serve on committees. Jesus told the disciples 
to meet him in Galilee after his resurrection, and we meet at church for worship, fellowship 
events, and various classes throughout the week. Have we domesticated the message and 
ministry of the Gospel into forms Jesus would even recognize? How deep is the gap between 
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what Jesus invites us to do, and the ministry happening in our congregation? Does this 
unsettle us? If not, why not?! 
 
 
 Saved by Grace for Works, Ephesians 2.4-10 
 
For we are God’s masterpiece. He has created us anew in Christ Jesus,  
so we can do the good things he planned for us long ago.  
Ephesians 2:10 (NLT) 
 
 
Devotion Theme 
God saves us from our sin by grace, through no effort of our own, and we are saved for a 
ministry of good works. 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on the best gift you ever received at Christmas or for your birthday. What made it so 
wonderful? How long did that gift last before it broke, you outgrew it, or it fell into disuse? 
What emotions did it stir in you? Did you behave differently as a result of that gift? If so, 
how and for how long? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. You save us from ourselves and the sin that clings to tightly to us. 
B. Such a gift, given freely, without any merit or effort by us! 
A. Help us to be a living “thank you” for this gift of new life 
B. through our words and deeds, in our lives and in this church; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. What does it mean for us to be God’s “masterpiece” (or “workmanship”)? 
2. If we were dead in our sins when God gave us new life through Jesus’ resurrection, is 
there anything we could do to assist with our salvation? 
3. What is the relationship between our works and Jesus’ works on our behalf? 
4. Does it matter that Jesus has prepared our good works for us long before we were born? 
 
 
Reflection 
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So much in this world ties our perceived value or worth to the things that we do. In school, 
we receive grades based on the material we’ve mastered. We get a paycheck based, in part, 
on what we do and the role(s) we play. We face annual performance reviews based entirely 
on the worth we add to the company and our activities of the previous year. We attract a 
potential spouse, at least at first, because of our looks, our sense of humor, or some other 
outward attribute. While this is the way of the world, Jesus’ way is entirely different. “Even 
though we were dead because of our sins, God have us life when he raised Christ from the 
dead” (Eph. 2.5). Frederick Buechner defines “grace” this way: “There’s nothing WE have 
to do. There’s nothing we HAVE to do. There’s nothing we have TO DO.” It’s such a foreign 
concept, yet one that ultimately gives us life beyond measure and a motivation for our 
ministry as agents of this same reconciliation. 
 
 
 
 
Empowered for Mission 
 
Being clear about what God calls us to do and be is essential. It also helps to remember how 
God empowers us for ministry. It would be easy to think that our ministry is simply up to us, 
our own ingenuity, or our skill set. As important as those things are-and clearly God gives 
them to us to use in ministry!-it is crucial to remember the entire variety of gifts God gives. 
 
 
Suggested Themes and Scripture Passages 
 
The Holy Spirit Comes, Acts 2.1-13 
The Power of the Spirit, Acts 2.37-41 
The Community’s Witness, Acts 2.42-47 
Spiritual Gifts, Romans 12.4-8 
Growing Up in Christ, Ephesians 4.11-16 
The Comforter Advocate, John 14.25-31 
Using Resources Wisely, pt. 1  
(Acts 4.32-37) 
Using Resources Wisely, pt. 2  
(Acts 5.1-11) 
The First Deacons, Acts 6.1-7 
 
 
 
 
 The Holy Spirit Comes, Acts 2.1-13 
 
Suddenly, there was a sound from heaven like the roaring of a mighty windstorm,  
and it filled the house where they were sitting.  
Acts 2.2 (NLT) 
 
 
Devotion Theme 
God’s promised Holy Spirit comes on the disciples in a powerful, dramatic way. 
 
 
Journaling Prompt  
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Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a natural disaster you’ve experienced-either directly or from news reports you 
watched on TV. How powerful were those forces of nature? Did humans stand a chance in 
such a fierce storm? How dangerous would it feel to go through something like that? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. You blow through our lives like a rushing wind. 
B. Gentle winds can clear pollution from the air, helping us breathe freely. 
A. Windstorms can rip branches from trees and roofs off of homes. 
B. Blow through our lives, Holy Spirit, that we might be inspired and invigorated for 
service; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. What other experiences of the Holy Spirit can you recall from Scripture? What does the 
Spirit do in those situations? 
2. How is this manifestation in Acts 2 similar or dissimilar to the encounters you identified 
in question #1? 
3. Some scholars suggest that the coming of the Holy Spirit at Acts 2 is a reversal of the 
dispersal of humanity after the Tower of Babel incident in Genesis 11. What do you 
think? 
4. Some there thought the disciples were drunk on wine (vs. 13); would you have thought 
something similar, or might you have been scared to experience such a wild 
phenomenon? 
 
 
Reflection 
God’s power often manifests itself in dramatic ways: at creation, at the parting of the Red 
Sea during the Exodus, during Elijah’s stand off with the prophets of Baal (1 Kings 18). This 
power disrupts the normal rhythms and experiences of God’s people. The Holy Spirit blows 
through the disciple’s lives, giving them the ability to speak in the native languages of the 
larger community, and upsetting the expectations of the religious leaders. How might the 
Holy Spirit shake up things in your congregation? 
 
 
 The Power of the Spirit, Acts 2.37-41 
 
Those who believed what Peter said were baptized and  
added to the church that day—about 3,000 in all. 
Acts 2.41 (NLT) 
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Devotion Theme 
The power of the Holy Spirit has practical implications for the faith community. 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when you experienced a broken relationship with a friend or loved one. 
Whatever the reason for the break, what was it like to have this relationship interrupted? How 
out of sorts did your life seem? How much energy did it take to live with this disruption? If 
the relationship was restored, how did that feel? If the relationship hasn’t been restored yet, 
or if healing is not likely to happen, how will it be to have this one aspect of your life 
permanently disrupted? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. Blow through our lives, Holy Spirit, and inspire us to a greater self awareness. 
B. Help us to see our lives and our congregation as you do. 
A. Empower us to repent of those things that separate us from each other and from you. 
B. Inspire us to change in ways that deepen our faith and strengthen our ministry; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. Lutherans like to speak of “the Law” and “the Gospel.” What is the Law and the 
Gospel? How did Peter’s sermon (Acts 2.14-36) use both elements? 
2. If the promise of salvation and the gift of the Holy Spirit is “to you, and to your children, 
and even to the Gentiles-all who have been called by the Lord our God” (2.39), does we 
teach “universalism”-that everyone will be saved? 
3. Are there relationships in the congregation of which you are aware that need mending? 
How might the church’s ministry encourage such restoration? 
4. How is the power of the Holy Spirit manifest in your church? 
 
 
Reflection 
Besides empowering the disciples to speak in the native languages of the entire known world, 
the Holy Spirit has some practical implications for the community. It cuts the people to the 
heart, revealing to them the nature and depth of their sin. Peters and the community have a 
mass baptism service, bringing approximately 3,000 people into faith. Many other stories in 
Acts reflects the ongoing power of the Holy Spirit in the lives of the disciples and in the 
greater community. How do you see the power of the Holy Spirit manifest in your church? 
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 The Community’s Witness, Acts 2.42-47 
 
Each day the Lord added to their fellowship those who were being saved. 
Acts 2.47 (NLT) 
 
 
Devotion Theme 
The mission of the early church included some specific habits or disciplines, that had an 
overt impact on how the community treated each other. 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Looking back over your life, what experiences or people have had an impact on your life? If 
those have been more negative than positive, how have you overcome their impact? For what 
influence would you have wished instead? For those positive impacts, how do you pass those 
on to the people in your life? 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. You have blessed this community called [name of church] with so much! 
B. We thank you for the resources represented in this place 
A. through the lives of those sitting around us tonight and in worship each week. 
B. Help us to use these resources wisely, that the community might meet you in us; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. The early church was focused on these four things: teaching/formation, fellowship, 
worship, and prayer. In how many other directions is your congregation pulled? What 
effect does that have on your ministry? 
2. How difficult would it be for your church to share its resources so radically and 
completely with members as described in vs. 45? 
3. Do those outside your congregation look into the church and see people evidencing joy 
and generosity? Is there a spirit of joy evident in the lives and faces of worship leaders on 
Sunday morning? 
 
 
Reflection 
We are formed by the things we do. Bad habits like smoking or a lack of exercise or illegal 
drug use have clear consequences for our lives. The disciples’ good habits of listening to the 
apostles’ teaching, fellowship, sharing meals and worship, and prayer have clear 
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consequences for their lives and the early church. They performed miracles, they shared 
their possessions and no one lacked for what they needed, they demonstrated lives filled with 
generosity and joy, they enjoyed the goodwill of the greater community, and many outside the 
faith came to faith. What a powerful testimony. How is your congregation’s testimony? 
 
 
 
 Spiritual Gifts, Romans 12.4-8 
 
In his grace, God has given us different gifts for doing certain things well.  
Romans 12.6 (NLT) 
 
 
Devotion Theme 
We are an interconnected community, empowered with gifts provided by the Holy Spirit. 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when you felt particularly alone. What was that like? How long did that 
time last? What was it like to feel (re)connected to others after that period of solitude? 
 
Invocation 
A. O Lord, open my lips, 
B. and my mouth will declare your praise. 
A. We are wonderfully and fearfully made, dear Lord, 
B. filled with the gifts and talents this church needs to thrive. 
A. Help each of us to discover our gifts and those of our members, 
B. and empower us to use them; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. Looking around the table, what gifts do you see evident in the lives of meeting 
attenders? 
2. Are there any gifts lacking that would round out your group? The church? 
3. Which of the gifts in this list (or from 1 Cor 12.4-11) do you have?  
4. Has this always been true, or have new gifts emerged at particular times or in response 
to specific needs? 
 
 
Reflection 
Paul’s image of the church as a human body is such a profound one. Although we can live 
and even thrive missing a limb-returning war veterans show us this everyday-we recognize 
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there is nevertheless something incomplete about doing so. We learn to adapt by using 
prosthetic limbs, crutches, or wheelchairs to make up the difference. But we are not as God 
created us to be. We need each member of the body to be whole and complete; both as 
individuals and as a church. 
 
 
 
 
Becoming a Community 
 
The Council is more than just a group of people that meet each month. It is a community that 
cares for each other and supports members in their work and faith. The devotions in this 
section will lead the community into a deeper inter-connectedness. 
 
 
Suggested Themes and Scripture Passages 
 
Care for One Another, 1 Corinthians 12.22-
27 
Serve One Another, Galatians 5.13-15 
Don’t Judge One Another, Romans 14.1-13 
Confess to One Another, James 5.13-18 
Love One Another, John 13.34-35 
Bear with One Another, Colossians 3.12-
15 
Admonish One Another, Colossians 3.16-
17 
Pray for One Another, James 5.13-18 
Be Humble towards One Another,  
1 Peter 5.5-7 
Welcome One Another, Romans 15.7-9 
 
 
 
 Care for One Another, 1 Cor 12.22-27 
 
God has so composed the body, giving greater honor to the part that lacked it, that there may 
be no division in the body, but that the members may have the same care for one another. 
1 Cor 12:24–25 (ESV) 
 
 
Devotion Theme 
God calls the congregation to be a community of mutual care and support. 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when you were sick, as a child or as an adult, and someone took really 
good care of you. What was that like? Were you worried about your situation, or could you 
relax and trust that the other person had your best interests (and health!) in their hands? Did 
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you feel guilty receiving their care, or as if you were taking advantage of them? Did you owe 
them something when you were well again? 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. In your sight, O Lord, each person is indispensable.  
B. Your care for us brings a unity we will never create on our own. 
A. Heal the divisions that exist in our community and in our church, 
B. that we might reflect your same care for each another; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. What might be some of the weaker parts of the body be at your church? How does God 
make use of them in your ministry in spite of their so-called “lesser” status? 
2. When has there been division in your church’s history? To what is that division 
attributed? Do Paul’s words here have any bearing on that division? 
3. How can legitimate disagreements and differences of opinion get aired without it 
causing a division in the body? What church practices or mechanisms need to be in 
place to keep these divisions from happening? 
 
 
Reflection 
Miss America and Mr. Universe pageants are not the only settings where bodies get judged 
harshly under the bright, glaring lights of public opinion. School playgrounds, our 
workplace, the local gym can all be places where a person is judged superficially. How 
refreshing, then, that the church is a community called to care for one another based, not on 
the values associated with this world but according to the values Jesus lived and breathed. 
 
 
 
 Serve One Another, Galatians 5.13-15 
 
For you have been called to live in freedom, my brothers and sisters. But don’t use your 
freedom to satisfy your sinful nature. Instead, use your freedom to serve one another in love. 
Galatians 5:13 (NLT) 
 
 
Devotion Theme 
Our freedom as a Christian leads us to be servants of one another. 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
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Reflect on a time when you served in a particular ministry. What difference did your ministry 
make in someone’s life, or in the life of the greater community? What satisfaction did you 
derive from your service? Did you find the experience draining and exhausting, or more 
renewing and invigorating? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. Thanks to your love and your life, death and resurrection we are free! 
B. Free, that is, to serve one another. 
A. Free, that is, to express your love in our lives and in this church community. 
B. Free, that is, to express your love beyond these four walls;  
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. What makes it easy to serve someone? What makes it harder to do so? 
2. Are Paul’s words here directed only inward (that we are to serve one another in the 
church) or do they also apply to serving nonmember outside the extended church family? 
3. How does Paul’s statement in vs. 14 (“The entire law is fulfilled in one word: You shall 
love your neighbor as yourself.”) with Jesus’ response to the lawyer we call “the Great 
Commandment” (Matthew 22.37-39)? 
 
 
Reflection 
In his treatise, Freedom of a Christian (1520), Luther lays out the essential paradox around 
the nature of freedom in a Christian’s life. On the one hand, since we are saved by grace 
through faith, we are released from servitude to anyone or any law as a means of securing 
our salvation-we are free! On the other hand, our faith now obligates us to love God and to 
serve our neighbor. 
 
 
 
 Don’t Judge One Another, Romans 14.1-13 
 
If we live, we live to the Lord, and if we die, we die to the Lord. So then, whether we live or 
whether we die, we are the Lord’s. 
Romans 14.8 (ESV) 
 
 
Devotion Theme 
We are not to judge one another, especially in the non-essentials. 
 
 
Journaling Prompt  
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Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when you were judged for a sincerely held belief or attitude, or when you 
judged someone else. How did that feel? How was the situation resolved?  
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. In your eyes, Lord, we are all unworthy; we stand judged and condemned. 
B. Through your Son, Jesus, we are declared not guilty  
A. and you restore us in our relationships with you and each other. 
B. Help us to be instruments of that restoring presence in this community; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. What seem to be the underlying issues for the Romans? 
2. Why do the people seem to be judging one another? 
3. What issues motivate people’s judging one another in the church today? 
4. Is there ever a time when our faith calls us to judge another person because of their 
beliefs or behavior? What circumstance would allow for that, and how might (leaders of) 
the church express this judgment faithfully? 
 
 
Reflection 
People joined the early church from a variety of backgrounds. Some new converts expected 
that their customs they brought with them would be honored. For instance, some abstained 
from meat because of how it was prepared or the route it took to get to the table, while others 
had no spiritual qualms about eating this meat. These differing attitudes quickly led to some 
being judged by others as inferior, and to others as seeing themselves as superior. There is 
no room in God’s extended family for judging one another, especially on inconsequential 
matters like diet, worship style, or anything considered of secondary rather than primary 
importance. 
 
 
 Confess to One Another, James 5.13-18 
 
Confess your sins to one other. 
James 5:16 (NLT) 
 
 
Devotion Theme 
Confessing our sins to each other, carefully and appropriately, can be a powerful catalyst for 
community development. 
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Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when you confessed a sin to God or another person. What benefit did you 
receive? How did it feel (especially if your confession was to another person)? How would it 
feel to you to receive someone else’s confession? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. Sometimes our words and deeds hurt someone else. 
B. Occasionally, we choose to do things that we know will cause offense. 
A. Usually, it is only in hindsight that we recognize our failings. 
B. Grant us the humility to confess our sins to each other and to you, and to receive your 
forgiveness eagerly; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. James makes a clear connection between illness and healing. Is this something that you 
can affirm, or is this perspective a relic of a pre-scientific era? 
2. What healing have you seen or experienced in your life? What role did prayer play in it? 
3. What would it be like to leave a sin unconfessed? 
4. What healing might come from confession? 
 
 
Reflection 
We may not think about confessing our sins to each other. This may seem more like 
something we’d do during a worship service on Sunday morning, with God as the recipient of 
our confession. But for small groups like a Council it can be very effective to share our 
confession with one another. This might happen during the prayer dyads/triads at the 
beginning of the devotional time, or as part of a day long retreat. If we are able to be 
vulnerable to each other this way, and to share a word of forgiveness and grace with each 
other, then the group is well on its way to developing a healthy sense of community that will 
benefit the congregation’s ministry. 
 
 
NB: In addition to writing your own confession, one may use the “Brief Order for 
Confession” from the weekly liturgy, the longer order for confession, or the prayer of 
confession from the Night Prayer (Compline) service (all from the Lutheran Book of 
Worship) as resources for this confession experience. 
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Facing Challenges Together 
 
Any ministry group will undoubtedly run into challenges in their ministry. In fact, the very 
success of Jesus’ ministry confronting the powers of this world threw him into conflict with 
both temporal and spiritual forces. So the question isn’t “if” challenges will come, but rather 
“when”-and then more importantly, how does the group handle them. Will they help the 
group develop a closer relationship and mutual interdependence, or will they pull the group 
apart? The following devotions offer insights into the gifts God gives believers to deal with 
challenges and conflict. 
 
Suggested Themes and Scripture Passages 
 
Overwhelmed-Fear Not, Isaiah 43.1-7 
Coping with Change, Psalm 46.1-7 
Facing Conflict-Live in Harmony,  
Romans 12.9-18 
Lost Focus-Refocus, Luke 5.1-11 
Uncertain-God is Everywhere, Psalm 
139.7-14 
Discouraged-Not Abandoned, Psalm 22.1-
5 
Coping with Change, Acts 9.10-19 
Respecting Each Other, Philippians 2.3-8 
Facing a Crisis, Romans 8.31-39 
Dealing with Failure, Micah 7.7-8 
Persisting through Challenges, Matthew 
7.7-11 
 
 
 
 Overwhelmed-Fear Not, Isaiah 43.1-7 
 
Do not be afraid, for I have ransomed you. I have called you by name; you are mine. 
Isaiah 43:1 (NLT) 
 
 
Devotion Theme 
When life and/or ministry gets overwhelming, we need not fear because of God’s presence 
and action in our life. 
 
 
Journaling Prompt  
Group members may journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a particularly stressful or overwhelming time in your life. What was happening to 
you at that time? How much of the situation was under your control, and how much of it was 
beyond you? What resources helped you get through this time? What promises from God 
became (more) meaningful to you? Is there anything about passing through that “valley of 
the shadow of death” that you will carry with you as you face stressful times in the future? 
 
 
Invocation 
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A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. God calls us by name, for we are precious in his sight! 
B. God is with us through the waters, protecting us from harm. 
A. God has ransomed us and set us free! 
B. Empower us to walk with confidence the journey you have set before us; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. What benefit or comfort does being named by God bring (vs. 1)? Does this remind you of 
anything Jesus said in the Gospels? 
2. How does God’s past actions encourage us in the present? For the future? 
3. What difference does it make to know that when you are facing challenges you have a 
good friend on whom you can depend completely? 
4. What difference does it make to know that the others in the group “have your back” no 
matter what? 
5. What difference would it make to be unsure of whether the others in the group “have 
your back” no matter what? 
 
 
Reflection 
In Isaiah’s day, Israel is in exile. She has been judged and her behavior has been found 
wanting. As a result, many of the people are languishing in exile in Babylon. Into that 
context, the prophet speaks a powerful word: I have “redeemed” you (i.e., paid the ransom 
to release you from slavery), I have called you by name; you are mine.” Their circumstances 
are not permanent; like their ancestors with Moses, they have been freed from slavery. How 
does this word of promise spoken in a long ago context touch our lives now, in these present-
day circumstances? 
 
 
 
 Coping with Change, Psalm 46.1-7 
 
We will not fear though the earth gives way, though the mountains be moved  
into the heart of the sea. 
Psalm 46:2 (ESV) 
 
 
Devotion Theme 
In the midst of change, God remains the same for us, grounding us in what is important for 
faith and for ministry. 
 
 
Journaling Prompt  
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Group members may journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on all the changes that you have seen in all the various aspects of your life-home, 
family, work, church, and society-during your lifetime. Do any stand out more than any 
others? Which one(s) have been the hardest to face? What has helped you survive (and even 
thrive!) in the midst of all these changes? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. Although many things will change around us and even in us, 
B. some things will always remain the same: 
A. your love for us, your presence in our life and in the life of this church, 
B. and our fundamental mission to make draw people into a saving relationship with you; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. What is the thing you like least about change? What is the one thing that (for you) 
cannot change at church? 
2. When in its history has the congregation faced a significant change? How did the 
congregation deal with it? Did it learn anything that might help it now? 
3. Given the change we are facing, what is the “worst case” scenario that might happen? 
How might God use this to further the congregation’s ministry? 
4. Notice how the psalmist phrases it: “God IS our refuge and strength, a very present help 
in trouble.” “ God IS in the midst of her; she shall not be moved.” “God WILL help her 
when the morning dawns.” “The Lord of hosts IS with us; the God of Jacob IS our 
fortress.” What is the effect of these verbs for you? 
 
 
Reflection 
Change, like challenges, is sure to come to a congregation’s ministry. In those times, then, it 
will be important to keep straight those things that don’t change-God’s love, God’s presence 
in the congregation, the salvation God offers through Jesus’ life, death and resurrection-
from those things than do. It will also be helpful to be reminded of how change was used all 
throughout the story of God’s relationship with the people. What are some ways that the 
group can claim God’s faithfulness in the midst of any changes with which you are dealing? 
 
 
 
 Facing Conflict-Live in Harmony, Romans 12.9-18 
 
Live in harmony with each other. 
Romans 12.16 (ESV) 
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Devotion Theme 
When conflict comes, Paul describes a road paved with humility and selflessness that should 
keep us out of the ditch. 
 
 
Journaling Prompt  
Group members may journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when you had a significant disagreement with someone. From your vantage 
point, what was the issue? How would you describe the issue from the other person’s 
perspective? How was the conflict resolved? Would your relationship with the other person 
survived if the conflict had remained unresolved? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. When conflict strikes, dear Lord, gives us the eyes of faith we need 
B. to see the circumstances clearly and to walk humbly into the tension rather than avoid it. 
A. In so far as possible, help us to demonstrate Jesus’ spirit and example in this group, 
B. and to remain united in mission and compassion for others; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. What does it mean for you that the group work in harmony? 
2. How can the group honor genuine differences of opinion and perspective without 
becoming fractured? What sort of disagreement would become a “deal breaker” for the 
work of the group, leading to a member being removed from the group? 
3. What is the glue that holds the group together? 
 
 
Reflection 
What a laundry list of things we should do, all under the rubric of living in harmony as a 
community. How in the world are we supposed to do all these things? And when conflict 
strikes-and it will come!-how do we set aside our hurt or our passion for what we believe is 
right? More challenging, still: how can the group continue to function in the presence of two 
or more competing perspectives? What’s to keep the group from splintering into warring 
factions? Underneath all of these behaviors in Romans lies an attitude of selflessness and 
humility that, when preset, lessens the likelihood that irreconcilable differences will develop. 
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Vision Encounters in Scripture 
If the Council or Congregation were a bus, who or what would be in the driver’s seat? In 
some churches, it would be finances; in others, tradition. In some, it might be programs (in 
general) or even a particular beloved ministry. In others, it might be a key leader like the 
pastor, the treasurer, or a long time lay leader. This collection of vision stories is designed to 
help you reflect on this key question and the Biblical answer God offers your congregation. 
 
 
Suggested Themes and Scripture Passages 
 
Jesus’ Ascension, Acts 1.6-14 
Abraham Sees God, Genesis 15.1-18 
Peter’s Vision, Acts 10.9-16 
Samuel Sees God, 1 Samuel 3.1-11 
Moses and a Burning Bush, Exodus 3.1-6 
Thomas Sees Jesus, John 20.24-29 
Disciples at Emmaus, Luke 24.13-35 
Women at the Tomb, John 20.11-18 
Isaiah Sees God, Isaiah 6.1-8 
Ananias Sees about Paul, Acts 9.10-19 
 
 
 
 Jesus’ Ascension, Acts 1.6-14 
 
“And you will be my witnesses, telling people about me everywhere—in Jerusalem, 
throughout Judea, in Samaria, and to the ends of the earth.” 
Acts 1:8 (NLT) 
 
 
Devotion Theme 
At his ascension, Jesus gives the disciples a clear vision about their future. 
 
 
Journaling Prompt  
Group members may journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when you misunderstood what you were to do on a major project. How did 
you discover you had the wrong thing(s) in mind? Who brought it to you attention? How did 
greater clarity about your project help you accomplish it? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. God has given us his power and a vision for ministry. 
B. Help us to harness that power and to focus on that vision 
A. as we live and serve and share God’s incredible love 
B. in Jerusalem, throughout Judea, in Samaria, and to the ends of the earth; 
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All: through your Son, Jesus Christ our Lord, Amen 
Discussion Questions 
1. What clue is there in this passage that the disciples still don’t fully understand what Jesus 
was doing? 
2. What sort of power will the disciples receive from the Holy Spirit? 
3. What do “Jerusalem,” “Judea,” and “Samaria” represent then? And now-are they just 
place names in the Middle East, or might they relate to our ministry today? 
4. How helpful would it be for the disciples to be together in the upper room, praying and 
spending time together? What lesson does that offer us? 
 
 
Reflection 
In the fifty days between Easter and Pentecost, Jesus instructs his disciples on the 
implications of his resurrection. It’s clear in this passage, thought, that they are still thinking 
mostly in political terms: “Lord, has the time come for you to restore Israel?” they ask. Jesus 
redirects them away from their faulty thinking towards those things on which they should be 
focused: the power they will soon receive and what they should do with it. 
 
 
 
 Abraham Sees God, Genesis 15.1-18 
 
After these things the word of the LORD came to Abram in a vision:”Fear not, Abram,  
I am your shield; your reward shall be very great.” 
Genesis 15:1 (ESV) 
 
 
Devotion Theme 
God keeps his promise to give Abram-and all who follow Jesus-what they need for faith and 
for life. 
 
 
Journaling Prompt  
Group members may journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
 
Reflect on a time when something for which you deeply, desperately longed was delayed. 
How did you deal with the waiting and uncertainty? What gave you strength during the 
waiting time? Did a time ever come when you lost hope completely? If so, how did you 
regain it? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. You promise to satisfy the deepest desires of our hearts. 
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B. You know what we need, and you know what we only think we need. 
A. Instill in us a clear ability to distinguish between wants and needs, 
B. and the eyes of faith we need to trust in your provision for us; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. How much time has passed since God’s first promise to Abram and Sarai in Genesis 12? 
What has happened in their lives during this intervening time? 
2. How faithful have they been to God’s promise during this time? 
3. Do you think it’s helpful for Abram to hear more about what will happen to his 
descendants? Would hearing more about the trials and tribulations of your future 
offspring encourage or discourage you? 
4. God promises Abram protection (“I will be your shield”) and blessing (“your reward 
shall be very great”). Would a word from God giving you both be enough to see you 
through a long waiting time? 
5. What protection and blessing does God offer us for this season of your church’s ministry? 
 
 
Reflection 
In this second encounter with Abram, God confirms the role he and Sarai will play in God’s 
plan. The promise of a child seems delayed, but God reassures the now elderly couple by 
establishing a formal covenant with them, complete with special effects of dissected dead 
animals, flaming torches, deep sleep, “dreadful and great darkness,” and visions! From this 
remarkable experience comes encouragement-the promise is still in effect, it is coming! And 
more, his descendants will be sojourners for a while outside of the promised land, but they 
will come home again. And still more, God will be Abram’s (and Sarai’s) shield through it 
all. This encouraging word engenders faith from Abram: “he believed the LORD, and he 
counted it to him as righteousness.” 
 
 
 
 Peter’s Vision, Acts 10.9-16 
 
And there came a voice to him: “Rise, Peter; kill and eat.” 
Acts 10:13 (ESV) 
 
Devotion Theme 
Visions from God can upset longstanding traditions and expectation, bringing both stress and 
freedom to the community. 
 
 
Journaling Prompt  
Group members can journal on this prompt (or another based on this text), or according to 
the SOAP process described in the handbook. 
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Reflect on a time when your understanding about God or some other bedrock element in your 
life shifted considerably. What was your former understanding? What led you to make a 
change? How did that change take place? Was it an easy switch, or did it take some effort? 
How quickly did this shift take place? Was it full steam ahead at that point, or did you 
vacillate some for a while? 
 
 
Invocation 
A. O Lord, open my lips, 
B. And my mouth will declare your praise. 
A. Your coming to us sometimes surprises and unsettles us. 
B. Your gift of new life changes our hearts and removes blinders from our eyes, 
A. which may cause us to rethink the traditions that have shaped our faith. 
B. Empower us to hold lightly to our customs and to hold tightly to your truth; 
All: through your Son, Jesus Christ our Lord, Amen 
 
 
Discussion Questions 
1. Did your congregation ever wrestle with rescinding a policy about not serving alcohol at 
church functions? Or with changing a longstanding congregational practice that might 
have had an emotional or moral edge to it? How was that process? 
2. What’s the purpose of having rules about eating certain foods and abstaining from 
others? 
3. If not by the foods we eat (or the clothes that we wear, like in the Amish and Orthodox 
Jewish communities), how do we demonstrate our faith in ways that are visible to 
others? 
4. Are there other customs or traditions associated with our faith where we can “agree to 
disagree” for the sake of the community? 
 
 
Reflection 
Peter has a vision from God, an invitation to eat different kinds of “animals and reptiles and 
birds of the air” (vs 12). Up to now, these animals were considered “unclean” (not kosher); 
therefore, devout Jews were forbidden to eat them. God reassures Peter that under the new 
covenant food restrictions no longer apply (though Paul permits devout Christians to 
continue practicing them in order to respect those whose conscience would be bothered by 
consuming “forbidden” foods). 
 
 
 
 
Ordinary People / Extraordinary Purposes 
 
One of the hallmarks of God’s story in the Bible is how God always uses ordinary people to 
accomplish his extraordinary ends. An elderly, nomadic couple beyond childbearing age 
become the parents of an extended family more numerous than the stars in the sky. A gentile 
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prostitute becomes the means of protection for two spies from Israel. An unnamed boy shares 
a bit of bread and fish, and becomes the instrument by which more than 5,000 people eat 
dinner. 
 
 
Suggested Themes and Scripture Passages 
 
Shepherds at the Manger, Lk 2.8-18 
Queen Esther, Esther 5.1-8 
Woman Anoints Jesus, Matthew 26.6-13 
Samuel’s Mother, Hannah, 1 Samuel 1.9-
20 
Rahab, Joshua 2.1-14 
Boy Who Shares His Lunch, John 6.1-14 
 
 
 
 
 
God’s Unusual Ways 
 
Frequently, God accomplishes his purposes in ways that defy human logic or experience. We 
do well to reflect on this as a Council, to remind ourselves that our work is not just 
something we accomplish by our own strength or ingenuity. Rather, we are conduits of God’s 
strength and effort, and occasionally-or perhaps more often than that-God will accomplish 
his will through us in an unexpected or unusual way. 
 
 
Suggested Themes and Scripture Passages 
 
Jonah, Jonah 1.1-10 
The Foolishness of the Cross, 1 Cor 1.18-25 
Job, Job 42.1-6 
The Sacrifice of Issac, Genesis 22.1-14 
Paul, Acts 9.1-9 
A Cast of Characters, Matthew 10.1-4 
The Branches on the Vine, John 15.1-8 
 
 
 
 
 
 
 
Celebrating Accomplishments 
 
Leaders should celebrate the accomplishments of the group. It isn’t necessarily bragging or 
prideful (though it can become that). Rather, it is the opportunity to give thanks to God for 
accomplishing what God wants through us. And at significant milestones-the end of a 
particularly challenging season, or a substantial project, or the end of a board member’s term-
it is right to celebrate those accomplishments. 
 
  
182 
 
 
Suggested Themes and Scripture Passages 
 
Israel’s Deliverance from Egypt, Exodus 
15.1-21 
Mary’s Song, Luke 1.46-55 
Hannah’s Song, 1 Samuel 2.1-10 
Giving Thanks, Colossians 3.15-17 
The End of a Year, Ecclesiastes 3.1-8 
The End of A Group, Philippians 1.3-6 
 
 
Board Resources 
 
Here is a collection of print and online resources a Council, committee, ministry team 
or task group might use to go deeper in some aspect of the themes found in this handbook. 
Some resources will relate to more than one area of a group’s work. This list is not meant to 
be comprehensive. They were helpful to the author in the completion of this project, and they 
are offered with the hope they will prove useful for others in their desire to integrate spiritual 
formation with a governance model of ministry. 
 
A. From Management to Governance 
 
Print Material 
 
Carver, John. Boards That Make a Difference: A New Design for Leadership in 
Nonprofit and Public Organizations. 3rd ed. San Francisco, CA: Jossey-Bass, 
2006. 
 
John Carver’s Governance web site (http://www.carvergovernance.com) 
 
Easum, William M. Sacred Cows Make Gourmet Burgers: Ministry Anytime, 
Anywhere, by Anybody. Nashville: Abingdon Press, 1995. 
 
Hotchkiss, Dan. Governance and Ministry: Rethinking Board Leadership. Herndon, 
VA: Alban Institute, 2009. 
 
Hughes, Brian H. Our Structure: Carrying out the Vision. Minneapolis: Augsburg 
Fortress, 2002. 
 
 
Websites 
21st Century Strategies: http://21stcenturystrategies.com 
EffectiveChurch: http://effectivechurch.com 
183 
 
 
B. Organizing for Ministry 
 
Transformational Church 
 
Tom Bandy 
 Christian Chaos: Revolutionizing the Congregation. Nashville: Abingdon 
Press, 1999. 
 Coming Clean: The Study Guide to Kicking Habits. Nashville: Abingdon 
Press, 2001. 
 Facing Reality: A Congregational Mission Assessment Tool. Nashville: 
Abingdon Press, 2001. 
 Kicking Habits: Welcome Relief for Addicted Churches. Nashville: Abingdon 
Press, 2001. 
 Moving off the Map: A Field Guide to Changing the Congregation. Nashville: 
Abingdon Press, 1998. 
 
Tom Bandy and Bill Easum 
 Growing Spiritual Redwoods. Nashville: Abingdon Press, 1997. 
 
Bill Easum 
 Leadership on the Otherside: No Rules, Just Clues. Nashville: Abingdon 
Press, 2000. 
 Sacred Cows Make Gourmet Burgers: Ministry Anytime, Anywhere, by 
Anybody. Nashville: Abingdon Press, 1995. 
 Unfreezing Moves: Following Jesus into the Mission Field. Nashville: 
Abingdon Press, 2001. 
 
Alan Hirsch 
The Forgotten Ways: Reactivating the Missional Church. Grand Rapids, MI: Brazos 
Press, 2006. 
Untamed: Reactivating a Missional Form of Discipleship. Grand Rapids, MI: Baker 
Books, 2010. 
 
Alan Hirsch and Michael Frost 
ReJesus: A Wild Messiah for a Missional Church. Peabody, MA: Hendrickson 
Publishers, Inc. 2009. 
The Shaping of Things to Come: Innovation and Mission for the 21st Century Church. 
Peabody, MA: Hendrickson Publishers, Inc. 2003. 
 
Reggie McNeal 
Missional Communities: The Rise of the Post-Congregational Church. San Francisco, 
CA: Jossey-Bass, 2011. 
Missional Renaissance: Changing the Scorecard for the Church. San Francisco, CA: 
Jossey-Bass, 2009. 
Aubrey Malphurs 
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A New Kind of Church: Understanding Models of Ministry for the 21st Century. 
Grand Rapids, MI: Baker Books, 2007. 
 
 
Web Sites 
3DM (www.weare3dm.com) trains churches and Christian leaders to do discipleship 
and mission in an increasingly post-Christian world. 
EffectiveChurch.com 
Net Results Magazine (www.netresults.org) 
 
 
Team Development 
 
T.J. Addington. High-Impact Church Boards: How to Develop Healthy, Intentional, 
and Empowered Church Leaders. Colorado Springs, CO: NavPress, 2010. 
Eric Burtness. Leading on Purpose: Intentionality and Teaming in Congregational 
Life. Minneapolis: Augsburg Fortress, 2004. 
George Cladis. Leading the Team-based Church: How Pastors and Church Staffs 
Can Grow Together into a Powerful Fellowship of Leaders. San Francisco: 
Jossey-Bass, 1999. 
Wayne Cordeiro. Doing Church as a Team. Ventura, CA: Regal Books, 2001. 
Bill Easum and Tom Bandy. Growing Spiritual Redwoods. Nashville: Abingdon 
Press, 1997. 
Bill Easum. Leadership on the Otherside: No Rules, Just Clues. Nashville: Abingdon 
Press, 2000. 
Roberta Hestenes. Turning Committees into Communities. Colorado Springs, CO: 
NavPress, 1991. 
Brian Hughes. Our Structure: Carrying out the Vision. Minneapolis: Augsburg 
Fortress, 2002. 
Patrick Lencioni. Death by Meeting: A Leadership Fable about Solving the Most 
Painful Problem in Business. San Francisco, CA: Jossey-Bass, 2004. 
Patrick Lencioni. The Five Dysfunctions of a Team: A Leadership Fable. San 
Francisco: Jossey-Bass, 2002. 
Larry Osborne. The Unity Factor: Developing a Healthy Church Leadership Team. 
4th ed. Vista, CA: Owl’s Nest, 2006. Kindle. 
 
Getting Started with Governance 
John Carver. John. Boards That Make a Difference: A New Design for Leadership in 
Nonprofit and Public Organizations. 3rd ed. San Francisco, CA: Jossey-Bass, 
2006. 
Dan Hotchkiss. Governance and Ministry: Rethinking Board Leadership. Herndon, 
VA: Alban Institute, 2009. 
Caroline Oliver. Getting Started with Policy Governance: Bringing Purpose, 
Integrity, and Efficiency to Your Board. San Francisco, CA: Jossey-Bass, 2009. 
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C. Board Meeting Flow 
 
John Carver. Boards That Make a Difference: A New Design for Leadership in 
Nonprofit and Public Organizations. 3rd ed. San Francisco, CA: Jossey-Bass, 
2006. 
Bill Easum. Sacred Cows Make Gourmet Burgers: Ministry Anytime, Anywhere, by 
Anybody. Nashville: Abingdon Press, 1995. 
Dan Hotchkiss. Governance and Ministry: Rethinking Board Leadership. Herndon, 
VA: Alban Institute, 2009. 
Larry Osborne. The Unity Factor: Developing a Healthy Church Leadership Team. 
4th ed. Vista, CA: Owl’s Nest, 2006. Kindle. 
 
D. Other Devotional Resources 
 
Kenneth Boa. Conformed to His Image: Biblical and Practical Approaches to 
Spiritual Formation. Grand Rapids, MI: Zondervan, 2001. 
Richard Foster. Celebration of Discipline: The Path to Spiritual Growth, Revised 
Edition. San Francisco: HarperSanFrancisco, 1998. 
Alice Fryling. Seeking God Together: An Introduction to Group Spiritual Direction. 
Downers Grove, IL: IVP Books, 2009. 
Roberta Hestenes. Turning Committees into Communities. Colorado Springs, CO: 
NavPress, 1991. 
Rochelle Melander and Harold Eppley. Growing Together: Spiritual Exercises for 
Church Committees. Minneapolis, MN: Augsburg, 1998. 
Ralph Neighbour. The Shepherd’s Guidebook: Spiritual and Practical Foundations 
for Cell Group Leaders. Houston, TX: Touch Outreach Ministries, 1996. 
Charles Olsen. Transforming Church Boards into Communities of Spiritual Leaders. 
Washington, D.C.: Alban Institute, 1995. 
John Ortberg. The Life You’ve Always Wanted: Spiritual Disciplines for Ordinary 
People. Grand Rapids, MI: Zondervan, 2002. 
Dallas Willard. The Spirit of the Disciplines: Understanding How God Changes 
Lives. San Francisco: HarperSanFrancisco, 1991. 
Karen-Marie Yust. Attentive to God: Spirituality in the Church Committee. St. Louis, 
MO: Chalice Press, 2001. 
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E. Church Council Agenda Models 
 
Both examples are of actual agendas used in the same congregation – the first before they 
made the transition to a governance approach, and the second one after making that 
transition. 
 
Management Agenda Model 
 
President calls the meeting to order   
Prayer for members with August birthdays  
The minutes of the previous meetings/correspondence Secretary 
Devotions  
Building Report Trustee 
President’s Report 
 Interim Pastor Search 
 Review of Terms of Council Members 
The Financial Secretary’s Report  
The Treasurer’s Report   
2. Approval of the warrants. 
Sunday School Report Superintendent 
Women’s Ministries Report Women’s Ministry President 
Men’s Ministries Report Men’s Ministry President 
Trustee’s Report Lead Trustee 
 Parsonage 1 
 Parsonage 2 
 Church 
 Social Hall 
Youth and Family Report Youth Minister 
Personnel Report President 
Stewardship Report Vice President 
Deacon’s Report Lead Deacon 
Nominating Committee Report President 
Old Business 
New Business 
Adjournment 
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Governance Agenda Model 
 
Opening Devotions / Prayers 
The Deacon offers a devotion to help set the tone for the meeting 
and to strengthen us as leaders. As a group, we also pray for those 
celebrating birthdays this month, and for any other needs of which 
we may be aware. 
 
Group 
Member 
45m 
Correspondence 
 
Secretary 5m 
Consent Agenda 
Council minutes from previous meeting(s); staff reports; committee 
reports; reports from other task groups, as well as the financial 
reports. These are emailed to the Council ahead of time and 
“approved” as a group. However, items can be pulled from here 
and added to either the Discussion or Action Item section below as 
appropriate. 
 
President 5m 
Approve Agenda 
 
President 5m 
Discussion Agenda 
Items pulled from Consent agenda for discussion end up here. 
 
5. Missing Member Policy 
6. Update on Dreaming God’s Dream teams 
7. Review Church Calendar (Jun-Aug 2013) 
 
 
 
 
Staff 
Pastor 
Group 
 
20m 
 
Action Agenda 
What decisions do we have to make at our meeting tonight that only 
we can make? 
 
4. Confirm Semi-Annual meeting date and agenda items 
5. Call Committee Candidate Recommendation and 
Compensation Package 
 
 
 
 
President 
President 
 
30m 
Executive Session (if needed) 
 
  
Closing Prayer Group  
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